ADA112969

DPIC FILE COPY

FINAL. REPORT

YRECRUTTMENT, RETENTION, MOBTLIZATION, AND
TRAINING OF THE WOMAN CHAPLAIN"

Contract No. MDA903-80-C-0717
Contract Expiration Date: November 6, 1981

Office Chief of Chaplains
.S, Army

November 18, 1981
Prepared hy:

Dr. Samuel E. Bowser - Project Director
Jayne Schurick
Dr. Fmiko Banfield
Dr. Haywood Martin

Canvon Research Group, Tnc.
741 l.akefield Road, Suite B
Westlake Village, CA 91361-2691

213/889-5072




SSIFIED . | -

g Ve RITY CLASSIFICATION OF THIS PAGE (When Date Entered) !
3 ! ; READ INSTRUCTIONS
. REPORT DOCUMENTATION PAGE —rEm oo —— ] (2
. i REPORY NUMBER 2. GOVT AGLESS) 0. NT'S CATALOG NUMBER
. AD-HITL 7
: ? :I-/TL! (and Subtitie) S. TYPE OF REPORT & PERIOD COVERED
: '.’R?ZCRUI'I'MENT, RETENTION, MOBILIZATION AND TRAIN- Study-Research ;
¢ING OF THE WOMAN CHAPLAIN June 80 - Novembcr 81 A
. 6 PERFORMING ORG. REPORT NUMBER
Lo N/A
AJTHOR(S) 8. CONTRACT OR GRANT NUMBER(s)
' Samuel E. Bowser, PhD MDA 903-80-R-0121 i
o SERFORMING ORGANIZATION NAME AND ADDRESS 10. PROGRAM ELEMENTY, PROJECT, TASK
AREA & WORK UNIT NUMBERS

Canyon Research Group, Inc.
741 Lakefield Road, Suite B .

e
i

Jestlake Village, California 91361 z01707 bt
-ONTROLLING OFFICE NAME AND ADDRESS 12. REPORT DATE .
HQDA (DACH-PPP) 18 November 19481

Office of the Chief of Chaplains 13. gné%aen OF PAGES ;r

' Jashington, DC 20310 i
. MONITORING GENCY NAME 8 ADDRESS(/ differant from Controlling Office) | 16. SECURITY CLASS. (of this report] ‘

HQDA Unclassified "
Office of the Chief of Staff $
Washington, DC 20310 8o SEREQITECATION powNGRADING :

N/A_

CiSTRIBUTION STATEMENT (of this Report)
Approved for public release; distribution unlimited

CISTRIBUTION STATEMENT (of the abstcact entered in Block 20, 1{ dilterent from Report)

ame

SUPPLEMENTARY NOTES

N/A

"KLY WORDS (Continue on reverse side if necessary and identily by block number)

fctive Army; Personnel; Strategy; Programming; Communication; Environment;
Leadership; Evaluation

??TRACI (Continue on reverse side if necessary and identify by block number)
The objective of this study was to provide this office with information,

tecommend programs apd strategies designed to contribute to the recruitment,
retention, mobilization and training of women chaplains. Although the study
identified some specific techniques and provided some positive recommenda-
tions, it was not specifically addressed to women; it was too general.
xesponses/conclusiens did not address the tasks outlined in the schedule of
deliverables. Much of the information provided by the contractor %

FORM

D yan s 1473 Eoimion of 1 NOV €518 OBsOLETE UNCLASSIFIED
Q@ /

P4 R R 3 AT e e o UM TR 11 T T - 3mSR A e - Y108 < A ¢ - ol -

SECURITY CLASSIFICATION OF THIS PAGE (When Date Entered)

EORT N VF LW 2T 1




i

: | [ARIs
INSE Oy
\\\i’// {

troveraial, It is apparenf that the contractor performed a great deal of

research. However, the results of the firm's research were not provided in -

meaningful forms and conclusions which could be implemented by DACH. We are
of the opinion that there is much more useful information that the contractor
has, but which he has not provided to this office. At a briefing of the draft
final report, the contractor was asked to modify portions of his preliminary
findings; to indicate in a more specific manner how they addressed the issues
relating to women. This request was not adequately addressed. A number of
recommendations were included in the Executive Summary. However, they do not
substantially state the "how to" implement the same. (3) Conclusions: The
contractor summarized attitudes and opinions of individuals interviewed. He,
in most instances, merely substantiated facts/ideas which were already known
by DACH. Implementation: DACH will review the recommendation summaries to
extract whatever portions can be utilized.
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EXECUTIVE SUMMARY

PURPOSE

Research was conducted to provide the Chaplains Branch of the U. S.
Army with information and recommendations designed to contribute to the
recruitment, retention, mobilization and training of women chaplains.

METHODS

The data for this project were collected by interview, question-
naire, survey, review of written materials, and review of ralevant
literature resources.

RESULTS

Results showed that the Army is handling the addition of women to the
Chaplaincy in a generally satisfactory manner. However, a number of
important improvements were identified. The areas addressed in the project
were recruitment; training; retention; and mobilization of women chaplains.
The results showed that recruitment is not systematic or goal oriented and
is done mostly through personal contacts with members of the Chaplaincy.
Training has the challenge to improve its relevance to Army needs.
Retention always has been good for the Chaplaincy and should remain good in
the case of women if steps are taken to enhance their acceptability as
equals by male counterparts. The mobilization issue was found to be
largely a political matter. However, serving in combat zones did bother
the women surveyed.

RECOMMENUAT IONS
A. RECRUITMENT

I« The Chief of Chaplains Office should modify and/or create new
organizational elements for.the Chaplaincy to maximize
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recruitment flexibility and program effectiveness through
organizational structure and personnel strategies.

"Develop and implement programs and strategies to facilitate and
improve the recruitment process.

Develop and implement programs to promote general awareness of
the Chaplaincy among potantial recruits and the religious
community.

Develop and distribute recruitment materials that will generate
interest in the Chaplaincy as a career option.

TRAINING

1. Create a 1iaison officer specifically assigned to interface and

coordinate with seminary faculty and students concerning women in ‘ r
the Chaplaincy. - .

The chaplains school curriculum, organizational structure and
goals should be reviewed.

Create a center for continuing professional education under the
direction of the chaplains school.

Sentor level personnel should have instruction/workshops
developed to meet their training needs.

A co-pastorate type of field training should be considered for
new chaplains with no experience prior to entering the
Chaplaincy.

RETENTION

. Standardize the assignment/training system at the post level to
assure a sound base of knowledge of the Chaplaincy.

-2



i

Establish training programs to teach methods and means of
building support networks.

Review DOPMA for policy changes relative to retention.

Establish a proficiency pay system to allow rewarding of
professional advancement during long periods between promotions.

Review assignment and training policies to ensure that women are
not singled out without justification.

MOBILIZATION

1.

Change the enlistment contract to contain a disclaimer for the
possibility of legal change in policy toward women in combat.

Establish a fact finding survey policy to be implemented every
two years to obtain attitudes towards issues such as
mobilization.




SECTION I
INTRODUCTION

PURPOSE

Research was conducted to provide the Chaplains Branch of the U. S.
Army with information and procedures designed to contribute to the
recruitment, retention, mobilization, and training of women chaplains. The
study focus was on modifiable factors rather than on unresolvable social
issues. The design goals of the recommendations in this report are that
they be useable directly by action officers.

OBJECTIVES

The Army identified 11 objectives for this project. The project
addressed common concerns and approaches among the objectives together with
the identification of related needs. The 11 objectives are summarized
below. A detailed analysis of each objective is contained in Appendix D.
The objectives were:

1. Identify procedures that will contribute to recruitment and
retention of women chaplains.

2. Determine which types of promotional materials are required to
tnterest women in the military chaplaincy.

3. Develop strategies to provide information on the requirements,
duties, expectations and exigencies of military life.

4. Determine which Chaplain Branch policy changes are required in
career management to enhance the retention of women chaplains.

5. Oetermine the impact under mobilization of increased numbers of
women chaplains in providing ministry to combat soldiers.
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6. Examine the impact on denominational balance, considering that
only a limited number of denominations endorse women clergy.

7. ldentify training requirements for women chaplains that are
different or in addition to those for male chaplains.

8. Examine training requirements over and above those addre<sed in
the Basic Course.

9. Determine professional development requirements for women
chaplains that necessitate changes to the current Professional
Development Plan.

10. Determine strategies required to develop within women chaplains
the necessary understanding of the military system and their role
within the system.

11. Determine strategies to develop an understanding of the roles and
responsibilities of supervisory chaplains and to develop
supervisory skills for women chaplains.

STUDY CONTEXT

The project attempted to provide information for decision making in an
understandable form and format. The original objectives were used as
guides, but not as a 1imit on information gathering. The obtaining of
useful information and the organizing of that information were driving
forces in the collection of field data.

The nature of the Chaplaincy and its place in the structure of the
religious community were considerations in the collection of information
and in making recommendations. Relevant policies of the Department of The
Army also were considered. The Chaplaincy also has a political presence in
public opinion and socfal directions. All of these factors were part of
the context of the study. It {s not possible to engage tn this kind of
research without acknowledging these influences. The fact is that most of
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these considerations are not controllable by either the Chaplaincy or the
research community. These and other factors were considered in the form
and content of all recommendations.

REPORT ORGANIZATION

This report jis divided into sections. The first section provides the
basis on which the project was undertaken. Section II contains a summary
of project recommendations. Section III presents the methodology used for
data collection and analysis. Section IV describes the overall results of
the data collection effort. Conclusions based upon the results concerning
the stated objectives are presented in Section V. Section VI is the heart
of the report. It provides implementation recommendations. Supporting
information and detailed results are presented in appendices.
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SECTION II
RECOMMENDATION SUMMARIES
This section contains a summary listing of recommendations based on

the results of this project. The detailed recommendation and supporting
materials are in Section V of this report.

RECRUITMENT

1. The Chief of Chaplains Office should modify and/or create new
organizational elements for the Chaplaincy to maximize recruitment
flexibility and program effectiveness through organizational
structure and personnel strategies.

A. Establish two entry levels into the Chaplaincy dependent upon
prior experience of the candidate.

B. Create a summer chaplain internship with no obligation for
further military service by participants.

2. Develop and implement programs and strategies to facilitate and
improve the recruitment process.

A. Create a liaison officer position within the Chief of
Chaplains Office to coordinate recruitment efforts.

B. Engage in team building efforts to foster cooperation and
communication among Chaplaincy, churches, endorsing agents
(agencies) and seminaries on a regular basis.

C. Establish a speakers bureau to provide Chaplaincy speakers to
Tocal areas.

D. Endorse a policy that all recruitment inquiries or requests
for information are forwarded to the liaison office (see A).

I1-1




3. Develop and implement programs to promote general awareness of the
Chaplaincy among potential recruits and the religious community.

A. Develcp curricular materials in religious education subject
areas that could be obtained by seminaries and theological
schools at minimum cost. o

B. Establish program of awareness outreach speakers using :
selected active duty chaplains, reserve chaplains or former ) f
chaplains to make presentations about the Chaplaincy (see - 3
recruitment 2.C).

C. Using resources available in the form of advanced training
courses for the Chaplaincy, open classes to civilian clergy
on a limited availability basis.

4. Develop and distribute recruitment materials that will generate
interest in the Chaplaincy as a career option.

TRAINING !

1. Create a liaison officer specifically assigned to interface and
coordinate with seminary faculty and students concerning women in
the Chaplaincy. !

A. Coordinate information on women in the Chaplaincy with
general recruitment efforts (see recruitment 2.A).

B. Create an additional skill indicator (ASI) in accordance with -
AR351-27 to assure liaison officer career compatibility.

C. The 1{aison officer should assist in sharing of training
material with civilian educational establishments.

2. The chaplains school curriculum, organizational structure and
goals should be reviewed.

11-2

.,.‘_.K'.n._m 2 - B e Rate



3.

A.

c.

0.

E.

F.

G.

Conduct a needs assessment of Chaplaincy training
requirement.

Develop a career planning training program for implementation
during the school resident phase of basic chaplain training.

Create a course for chaplains prior to their first field
assignment on how to develop a personal support group.

Establish as training policy the teaching of courses to all
students on major social issues (i.e. womens issues) at both
the basic and advanced course levels.

Create basic chaplain training modules designed to include
experiences resulting in the students developing confidence
in their understanding of military culture and function.

Introduce management training courses at all levels, but with
major concentration in advanced course.

Review basic course content with the view to moving materials
into continuing education for job relevance.

Create a center for continuing professional education under the
direction of the chaplains school.

A.

c.

Develop field training modules using multimedia presentations
to address important social issues, such as male/female
issues.

Career development information should use the continuing
education channels.

Skills required for specific assignments such as funds
accounting, should be made available through a continuing
education center.
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4.

5.

RETENTION ! )3

1.

3.

_support networks.

D. Continuing education modules should have a range of subject
and difficulty for all levels of the chaplaincy.

Senior level personnel should have instruction/workshopg developed
to meet their training needs.

A. The post chaplains should receive special
instruction/workshops on male/female issues.

B. Supervisory chapiains should participate in training on the
basic functions of planning, organization, directing, and
controlling.

A co-pastorate type of field training should be considered for ' 1
chaplains with no ministry experience prior to entering the ,
chaplaincy. ’ i

Standardize the assignment/training system at the post level to

assure a sound basis of knowledge of the Chaplaincy.

A. Specific rotation and assignment types to be completed at . )
post within tour of duty.

B. Specify continuing education modules to be completed during .
post tour of duty.

C. Specify maximum levels of responsibility that can be assigned N
during initial tour of duty. :

Establish training programs to teach methods and means of building

Review DOPMA for policy changes relative to retention.
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5.

1.

A.

Consider non administrative abilities for retention without
promotion.

Review policy on age requirements to enter the Chaplaincy,
with a view to extending age limits.

Establish a proficiency pay system to allow rewarding of
professional advancement during long periods required between
promotions.

A.

c.

Create a career ladder which will allow the addition of ASI
as rewards.

Create career patterns associated with the assignment of ASI.

The principal resource for development of ASI should be the
continuing education system.

Review assigmment and training policies to ensure women are not
singled out without justification.

A.

c.

MOBILIZATION

Establish a policy of equal assignment as far as is possible.
Establish a policy of equal training without exception.

Establish that equal qualifications are required of all
chaplains.

Change the enlistment contract to contain a disclaimer for the
possibility of legal change in policy toward women in combat.

A.

Obtain legal assistance in drafting the disclaimer.

Review policy changes with Army legal staff members.

11-5
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2.

Establish a fact finding survey policy to be implemented every two
years to obtain attitudes towards issues such as mobilization.

A. A mail survey of all chaplains should be performed by The
Chief of Chaplains Office every two years.

B. The proposed survey should be limited to approximately thirty
questions to enhance the return rate and for ease of
processing and analysis.

11-6
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SECTION 111

METHODS

INTRODUCTION

Project objectives are summarized in Section 1. Each objective was
carefully analyzed in terms of the following factors: specific questions
to be answered; sources of information; technical tasks to be performed;
Peasurement instrument requirements; and expected outcomes. The
analysis provided the basis for selecting and developing project
methods. Methods of data collection are summarized below. Subsequent
paragraphs amplify each data collection method.

1. Literature review.

2. Review of Army policy and procedures manuals, and related
documentation including: recruitment materials; personnel

records; organization charts; job descriptions; assignment

policies; and training records.

L

Surveys of:

10 female chaplains
29 male chaplains K|
10 administrative/post chaplains
18 chaplain's staff

79 constituents

o 0O 0 0o ©O

J 4. Letters of inquiry to 112 seminaries.

o R AR s ol T VT W i
e

5. Interviews with:

o 10 female chaplains
o 15 male chaplains




o 10 administrative/post chaplains

0 6 representatives of seminaries

0 6 representatives of religious denominations
LITERATURE REVIEW

A computerized literature search was performed using the Lockheed
Dialog Information Retrieval System. The search strategy included
various combinations of the following keywords:

women
military

clergy
religion

The most relevant documents were identified and obtained. They are
listed in the reference and bibliography sections of this report.

In addition to the computer literature search, the project staff
consulted with several military and religious representatives who
provided useful information on religious careers in the military.

REVIEW OF ARMY MANUALS

Through the Army Chief of Chaplains, access was obtained to review
relevant documents concerning Army and chaplain's office rules and
regulations. These included recruitment materials, hiring policies,
charts of organization within the Chaplaincy and the Army, job
descriptions, assfgnment and promotion policies, and training
requirements. These documents were used as background or supporting
documentation for developing interview and survey schedules and as one
basis for developing project recommendations.

11-2
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4 - DESCRIPTION OF SURVEY SAMPLE

Surveys were personally administered to 162 individuals including
chaplains, chaplain's staff, and constituents who were stationed on six
Army bases. Of this sample, 6% were administrative chaplains, 25% were
chaplains, 11% were staff, and 49% were constituency. Content of the
, survey is discussed subsequently in this section.

Percentages of the sample that fell into several categories were
computed and are presented below:

- Primary MOS Sex
50A 30% Male 8U%
71M 1% Female 20%
H 7L 8 Type of Duty
i 16F 9% Active 88%
Uther 423 Reserve 9%
Rank Pay Grade
Colonel 4% 06 4%
. Lt. Colonel 6% 05 6% 1
‘ ‘ Captain 17% 03 17%
_ Sgt. st Class 14% E6 9
; ' Sergeant 12% ES 12%
Corporal 1% E4 11%
Recruit 21% El 21%
Other 15% ) Other 20% '
Religious Denomination Ethnicity i,
\ . Methodist 6% Black 25% ,
: ‘ United Church of 13
Christ k) 3 White 61%
Baptist 28% Hispanic 5%
Catholic 14% Asian 2% d
i Lutheran % Native American 3% '
; F None 43 Other 2% ;
i Other 15%
. Did Not Answer 21%
Age Area of Country Considered Home: !
Under 20 13 Northeast 23% ]
20-25 12% Northwest 4% .
26-30 3% Southeast 35% i
31-.35 12% Southwest 15% H
36-40 15% North Central 12% 4
Over &0 17% South Central 7% '
I11-3




The average number of years spent in the Army was 6.6, and the
average number of years in their current assignment was 1.3.

LETTERS OF INQUIRY TU SEMINARIES

A letter of inquiry (See Appendix C) was sent to 112 seminaries in
the United States. The letter requested information regarding policies
and attitudes toward women in the ministry and service of women in the
Chaplaincy.

DESCRIPTION OF INTERVIEW SAMPLE

Ten of the elevan women chaplains in the Army were interviewed (the
eleventh was &' .i>ed in Germany making an interview impractical). In
addition, thesty, <» Tive male chaplains and the Post Chaplain were
interviewsc 4: ~+:% base that was visited.

The griginz! goal was to visit all Army bases that have woman
chaplains. There were problems, however, in obtaining permission for
admitzance onto FORCECOM bases. The three FORCECOM bases that have
woman chaplains released the women to TRADOC bases for interviews.
Table 2 shows the Army bases that were visited for the purposes of
interviewing chaplains and surveying chaplains' staffs and
constituencies.

Table 2. Army Bases Visited and Number
Of Woman Chaplains Interviewed

Base and State Number of
Woman Chaplains

Fort §1||. oK
Fort Bliss, TX
Fort Jackson, SC
Fort Belvoir, MD
Fort Eustis, VA
Fort Momouth, NJ

ac-u-ucdno-J

1114




In addition to interviewing chaplains, a sample of seminaries that
accept women were contacted for personal interviews. Of these, the
following were visited:

Union Theological Seminary, New York

Interdenomination Theological Center, Georgia

Fuller Theological Seminary, California

Graduate Theological Union, California

Representatives of religious denominations also were contacted for

personal interviews. A representative cross-section of all religions
was contacted, and interviews were granted by the following
denominations/religious councils:

African Methodist Episcopal

Christian Methodist Episcopal

Natfonal Association of Evangelicals

National Presbyterian Council

National Progressive Babtist Conference
Cormission on Chaplain & Armed Forces Personnel

SURVEYS

Survey items were developed to obtain information related to one or
more of the project objectives. The survey was developed in three
levels: one intended for chaplains (125 questions), one for chaplains'
staff (115 questions), and one for constituency (57 questions). The
surveys are presented in Appendix A.” The topic areas are summarized in
Table 3.

The items included on the constituency survey were designed to
assess people's religious and counseling needs, feelings about women in
the Army, feelings about women and men serving as chaplains, and
knowledge of the functions of the Chaplaincy.

The chaplains’ staff survey addressed these items plus several
other, more specific items regarding job satisfaction, career
opportunities, promotion and training policies, recruitment materials,
and Army treatment of men and women.

I11-5
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The survey for chaplains included all previous items plus items
inquiring about their specialized training, expected roles in the Army,
and how they were recruited. Additionally, the chaplains were asked to
report their actual and ideal time breakdowns for each of several
duties.

All survey items were worded as statements that could be rated on a
7-point scale from strongly disagree to strongly agree.

The three groups were additionally requested to provide basic
demographic information. This information was used to determine the
representativeness of the sample and to provide a basis for comparing
various groups of individuals based on job, sex denomination, etc.

Table 3. Description of Survey Areas

Survey Area Constituency Chaplain Chaplains
Staff

ReTigious and counseling needs
Feelings about women in the Army
Feelings about Chaplains
_Knowledge of functions of the
Chaplaincy X

Job satisfaction

Career opportunities

Promotion and training policies
Recruitment materials

Treatment of men and women in the Army
Special training obtained

Expected Army roles

Recruitment techniques

o X x
o X %
x % x

K K K XK X X
K X N I X XK K XX




‘ .

P N 7o e 2 1

INTERVIEWS '

A copy of the interview questionnaire used for chaplains and post
chaplains is presented in Appendix C. The questionnaire was used as a
guideline in conducting interviews; actual interviews focused on the
areas that were of special concern or importance to each chaplain.
Topic areas included recruitment, retention, promotional materials,
information about the military, career management, assignment,
denominational balance, training, professional development, and
understanding the military system.

The purpose of visiting seminaries was to obtain information
regarding the placement of chaplains, especially women, in military
careers and to solicit reconmendations for improving relations between
the military and seminaries.

Interviews with representatives of several denominations/religious
councils were conducted after a preliminary set of recosmendations had
been developed. The religious representatives reviewed the recommenda-
tions and offered their reactions and suggestions. The main purpose was
to obtain their inputs and reactions to proposed recommendations.

C =

DATA ANALYSIS

The surveys administered to chaplains, chaplains' staff, and 13
constituents were analyzed using the Statistical Package for the Social
¢ Sciences (SPSS). Descriptive statistics, such as frequency of response §
and relative percent of response, were computed for each of the

! demographic variables (first page of the survey). These have been
sumarized earlier in this section of the report (see Description of
Survey Sample) and are listed in detail in Appendix A.

Cr—

A correlation matrix was computed using every variable of the survey ¢
(15 demographic variables and 125 rating items) to identify relation-
ships between variables and to cross validate the reliability of
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responses to survey items. Significant correlations are reported in the
results. The criterion for statistical significance was p.<.05, which
means that such strong correlations could be expected to occur by chance
fewer than five times in one hundred. The correlation matrix is
presented in Appendix B.

Responses to the kating'items on the surveys were analyzed by jab, ,
rank, number of years in the sevice, sex, age, ethnicity, religion,
region of the country considered home, whether the respondent had seen a
woman chaplain, and whether he/she had ever been professionally
associated with a woman chaplain. Other analyses evaluated rankings by
sex for all chaplains, and by sex for Captain chaplains. t tests were
computed for each of the analyses to obtain the statistical significance
of differences between groups.

PRSI

The 62 responses to the letter of inquiry sent to seminaries were
subjectively analyzed and used as background information to the
development of recommendations for the recruitment, retention and - ]
training of women chaplains in the U. S. Army.

Salian

All interviews with chaplains, seminaries, and religious councils
were likewise analyzed subjectively. The information obtained through
these interviews was very rich in some topics and lacking in others,
depending on the particular circumstances and areas of experience or
knowledge. For these reasons, trying to code responses into i
predetermined categories tended to simplify and reduce the richness of
the interviews. All interviews were therefore summarized by the
interviewer, who emphasized important points. The summaries were then
discussed among the project staff and used as one basis for making
recosmendations. -




DEVIATIONS FROM ORIGINAL DATA COLLECTION PLANS

Only two problems were encountered during the data collection phase
of the project. The first, that of not obtaining permission to visit
certain bases, was overcome by making arrangements to interview the
women chaplains at centralized locations. This interview procedure had

« no overall effect on the data collection.

The second problem, also minor, was the unavailability of policy
documents of different religions. Rather than performing the proposed
document review, representatives of several religions were contacted and
proved to be very cooperative in providing requested information and

suggestions.
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SECTION 1V

RESULTS

The collection of data for this project went smoothly. The
cooperation of all concerned was excellent. The resulting wealth of data,
however, made the compilation of the results a complex undertaking. This
section is organized by type of data collection (i.e., survey,
questionnaire, etc.). Key results are summarized at the end of the section.
The results represent the attitudes, opinions, and orientations of the
participants, along with objective facts. Therefore they should be used as
guides rather than absolutes. Detailed results data are contained in
Appendices A and B.

QUESTIONNAIRE

The most useful analysis of the questionnaire data was to divide the
questions into subject areas and examine the results on an area by area
basis. The first area was recruitment. The questions are numbers 14, 26,
38, 67, 76, and 117. The overall impression is that recruitment is not
really done by the Army for chaplains. Direct recruitment, however, works
outside in the religious community. The statement "I was recruit+.’ by the
Army* (117) was generally disagreed with by all chaslains. The general
concensus was that recruitment should be improves. The vaiy disagreement
dealt with increasing specific recruitment goai: for women. The men were
not as supportive as the women of that goal.

The next questionnaire area was training. The questions are 10, 22,
32, 34, 46, 60, 71, 74, 85, 95, 118 and 122. The chaplains generally
considered themselves adequately trained. The chaplains support staff
responded with the idea that chaplains need more and better training. The
chaplains agreed that training should be improved. The more experienced
(older) chaplains reported more training opportunities and a better gain
from training. The men felt that existing training favored the women, but
the women chaplains did not agree.
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Promotion and policies related to promotions were addressed in
questions 6, 20, 35, 44, 58, 64, 73, 78, 84, 86, 91, 93, 94, 100, 101, 102,
106, 107, 108, 111, 112, 114, and 115. There was general agreement that
assignment practices are fair (unbiased). Promotions, on the other hand,
were seen as favoring women. The younger the chaplain, the more promotion
practices were seen as needing change. Support for career development was
considered nonexistent. Equal Employment Opportunity (EEQ) goals were
generally disliked by older chaplains and endorsed by women chaplains. The
opinion was implied that the promotion system takes into account too many
factors that are not performance oriented. The same concern was seen for
job assignment practices.

The retention policy area was covered in questions 7, 17, 23, 31, 53,
57, 83, 90, and 124. The questions centered on the chaplain's role. The
older the respondents, the more satisfied they were with the role of a
chaplain. The understanding of the military by women was seen as a problem
by younger mailes. Acceptance of the chaplain's role in the military was
generally good. It appeared that experience helps with role acceptance.
Most comments reflecting dissatisfaction came from chaplains who were in
the service for a long period before their first promotion.

The questionnaire also was used to sample attitudes toward women in
the Chaplaincy, sexual equality and equal treatment of the sexes.
Questions in these areas were: 3, 8, 11, 21, 22, 24, 25, 29, 31, 32, 33,
35, 36, 37, 38, 39, 43, 44, 48, 51, 52, 55, 71, 101, and 102. Individuals
who would most likely be serving a woman supervisor (younger chaplains and
support staff) expressed negative views toward women as supervisors. The
attitude directed toward women by the younger male chaplains was one of
questioning their ability and not wanting to personally interchange with
women on‘professional matters. The exception was that new chaplains did
not seem to have the former attitudes; it is only after the first year or
so of service that their negative attitudes develop. Senior chaplains did
not express this lack of respect for the supervisory capabilities of women
chaplains.

The attitudes expressed about equal treatment of men and women were
generally favorable. The males felt women receive special treatment, but
1y-2
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not excessively. There was some feeling that the troops prefer male
chaplains. The feeling that women need extra help, such as special
training, was endorsed by the younger males but disagreed with by the women
and older chaplains. The attitudes expressed indicated a difficult process
of acceptance of women chaplains by their male counterparts.

The service of chaplains as counselors was explored in questions 9,
15, 21, 25, and 47. The role of counselor was generally endorsed for
chaplains, except by the chaplains support staff. It follows that one does
not go to his boss for personal counseling. The younger chaplains placed
more importance on the counseling aspects of the chaplains jobs. There
still are some attitude problems about women as counselors, particularly
among young male chaplains.

The religious aspects of the chaplains duties were explored in a
general way in questions 1, 4, 5, 13, 18, 30, 42, 45, 49, 54, 56, 57, 68,
88, 90, 97, 98, 119, and 123. Responses to questions dealing with
denominational balance indicated that a policy of balance should be
considered as a goal but not as a requirement. The ecumenical approach is
accepted by chaplains. The constituency did not care about denominational
balance or ecumenical aspects. They also did not care about internal
policies of the Chaplaincy. Qlder chaplains were more committed to the
ecumenical approach and their careers than were the younger chaplains. The
younger chaplains felt a greater sense of isolation from their denomination
and the civilian church. The chaplains staff was more oriented with the
general constituency and did not care about Chaplaincy policies.

The knowledge of Chaplaincy functions and the reasons for policies
were explored in questions 12, 23, 27, 45, 49, 50, 57, 81, 91, 92, 94, 98,
and 100. It was not surprising to find that the constituency expressed the
least amount of knowledge about the function of the chaplaincy. The
policies were seen in need of change by junior level people and
satisfactory by senior level personnel. The only area questioned was
denominational balance. There was a difference by sex of respondent on the
need to change denominational balance policy. Women were more open to
change in this area.
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Questions concerning mobilization and women in combat were 2, 16, 28,
4, 72, and 77. There was general agreement that women should not be
assigned to combat. The idea of assigning chaplains to units which will be
in combat was endorsed most strongly by senior chaplains and least by
younger chaplains and constituency. The idea that if women chaplains were
assigned to combat units it would negatively affect combat readiness was
strongly disagreed with by women but agreed with by men. The chaplains in
general were positive in their response to returning to the military in a
_ time of crisis mobilization.

The questionnaire data also were subjected to intercorrelation
analysis. The correlation matrix is contained in Appendix B. The only
correlations reported are those which could have occurred by chance less
tnan five percent of the time. The selection of groups of questions in the
analysis was in part based on the correlational data. The questionaire
also repeated several questions, and looking at their intercorrelation
indicated the respondents were reasonably consistant in answering the
questionaire.

SEMINARY DATA

Survey instruments were mailed to 223 seminaries. A total of 65
replies was received representing a variety of denominations, as follows:
Lutheran/Episcopal (12); Baptist/Church of Christ (21);
Methodist/Presbyterian (7); Nondenominational (7); Catholic (6); and Jewish
(1) Eleven additional respondents reported they were unable to complete
the survey. A copy of the survey is included as Appendix C. There were
54 completed surveys, 17 of which were from denominations that do not
ordain women.

Respondents were generally supportive of the objectives of the study
and efforts to broaden opportunities for women in the ministry. There were
a few seminaries who objected to being surveyed on this subject area.

There also were 2 few who claimed not to understand the questions. The
response was excellent for this type of mail survey, where only a ten
percent return is typical.
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Consensus among seminaries that do enroll women was that recruitment
and other policies are identical for both men and women. Several
institutions sent samples of their recruitment materials. These were
professional quality and had a “personal testimony" focus. Regarding the
availability of Army Chaplaincy recruiting materials, half reported
materials and recruitment activities were accessible. However, half
reported receiving little or no information for students to consider.
Several respondents recommended that the military expand chaplain
recruitment programs and materials.

Administrative personnel at several seminaries were personally
interviewed to add depth to the data collection. Attitudes expressed were
somewhat negative toward the military in general and the Chaplaincy as a
career area. Materials on the Chaplaincy were found to be available on
request, but were not freely accessible. Also, a degree of ignorance was
expressed on the function and role of the ministry in the military. The
seminaries at which interviews were conducted had women students and were
supportive of increased opportunities for their women graduates. Some
expressed a degree of surprise that women could find a cailing in the
military. There seemed to be a lack of communication and community of
interests between the seminaries and the Chaplaincy.

ENDORSING AGENTS

A number of endorsing agents were interviewed either by phone or in
person. They felt that certain changes in the Chaplaincy would benefit
their denominations. The idea of a Warrant Officer position that would be
filled by lay ministers and less academically qualified religious
professionals was well received. The lack of experience requirements on
the Chaplaincy side was seen as a negative factor. There also v.as the
consideration of denominational balance. It was generally felt that
balance was desirable but should not be rigidly conformed to in the
recruiting process.
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Differences among denominations endorsement standards were discussed.
The consensus was that it would improve the system if the Chaplaincy would
recognize experience differences and plan training to compensate. There
was a general comment made that most women ministers were too old to enter
the Chaplaincy when they graduated from seminary. Several groups indicated
that the Chaplaincy was a one way street, in that it takes good people and
gives very little in return. Some felt that the Chaplaincy wants people
over the most productive parts of their careers. The point was made that
there must be more of a community of interests established.

INTERVIEWS

The field interviews included chaplains, chaplains staff, field troop
conmmanders, some constituency, and administrative personnel at the Chief of
Chaplains Office. The interviews included all but one of the women
chaplain currently on active duty. The one woman missed was stationed
outside the continental U. S. during the period of the study. To prepare
for the interviews, publications and manuals pertaining to chaplains were
reviewed. An interview protocol was developed, and a copy is included as
Appendix C.

The interviews covered the following subjects: recruitment; retention;
promotional materials; knowledge of the military; career management;
assignment policies; denominational balance; training; social issues;
professional development plan; and supervisory requirements. The
interviews generally were conducted in private and in an "off the record"
way. The results of this part of the data collection effort represent the
most subjective information.

The information on recruitment showed that almost all chaplains were
recruited through personal contact by someone in the Chaplaincy. The Army
does not recruit in this area. The first contact of most interested
persons with the official Army was when they called to request information.
The personal testimony of current and/or retired chaplains from all
services was the most important factor in individual recruitment. The
opinfon generally was expressed that chaplain recruitment procedures could
be improved.
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The retention area was explored by discussing the role of chaplains
and expectations about the chaplain's role. Variance was great concerning
the expectations individuals had of the role of chaplains. In fact,
expectations were so varied that no consistent pattern emerged. The main
cause for this seemed to be a lack of valid information among younger
chaplains about the chaplaincy as a career. The senior people had also
lost sight of the expected role and were centered on the day to day
functions. ’

The retention area was investigated through the attitudes of
interviewees concerning policies and procedures. There was an expected
amount of complaining about this area. Such complaints are characteristic
of any large organization. The goal was to identify underlying issues.
The long period before a first promotion was an area of concern. The lack .
of practical career guidance was another factor. Knowledge of how the !
military really functions was of great concern to the less experienced
chaplains. The requirement for more and better continuing education was
often a concern. ¥

Interviews on promotional materials were short. The majority of those
interviewed reported never having seen any promotional material on the y
Chaplaincy. The area of personal contacts came up. Interdenomina- f
tional materials were occasionally mentioned. Army promotional materials
almost never were seen as & factor in the decision to join the Army
Chaplaincy.

The newer chaplains felt that information on the “real" Army was
lacking. Gaining knowledge of the characteristics of military life
depended upon experience other than the Chaplaincy. Present training and
supervision systems were not viewed as being informative in these areas.
Several of those interviewed suggested a regular basic training period of
up to three weeks for chaplains. Other commgats focused on the learning of
the actual social functioning of the Army and the lack of useful training
in this area.
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The career management area was seen by the majority as a hit and miss
situation. Many interviewed indicated that career management was not well
understood by them. The issue of career advancement was acknowledged as
important, but an understanding of workable strategies and methods was
found lacking. An often expressed view was that "the official system“ has
no connection with the real system. Women in particular expressed a lack
of being included in the unofficial system that aids career management. ‘“
The women chaplains, in general, felt they were at a disadvantage to their ’
male counterparts in career matters. .

Assignment policies generally were reported to be acceptable. Some
individuals expressed problems, as would be expected in any large ) .
organization. There were some men who felt that certain groups, such as i
women, received special consideration in excess of what was fair. The
women, however, reported feeling isolated by current assignment practices.

Lt

The concept of denominational balance was a goal endorsed by all of - .
those interviewed. The suggestion was made many times that perhaps it ‘
should be based upon the Army population rather than the nation. The rigid -
adherence to denominational balance in promotions and assignments was seen
by a majority as counter productive. A number of those interviewed felt it
would be better to be more flexible on this issue in order to promote the
best and assign the most qualified.

L

The training system was seen as not being as relevant as it should be
to actual field requirements of chapiains. Many of those who were
interviewed suggested changes in training. The main thrust of the
suggestions was relevance. The area of social issues also was brought up
repeatedly in relation to training needs. The women chaplains did not feel
that the requirements for their training needed to be any different than s
for their male counterparts. All women chaplains interviewed also felt
they would be able to assume supervisory responsibilities. -

L

L)

SUMMARY

Results of the project showed that the Army is handling the addition
of women to the chaplaincy in a generally satisfactory manner. The system
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can be improved, however, as can any system. The general areas covered in
this project were: recruitment; training; retention; and mobilization of
women chaplains. The results showed that recruitment is mostly by personal
contacts with members of the Chaplaincy. Training needs to be more
relevant to Army needs. Retention has always been good for the Chaplaincy
and should remain good in the case of women, if they can be accepted as
equals Dy their co-professionals. The mobilization issue is largely
political; however, the barrier to combat did bother the women chaplains
interviewed.
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SECTION V 3
CONCLUSIONS

The conclusions will fo! ~ the objectives of the study as found in
Appendix D. The stated objectives are in the form of questions to be
' answered and expected outcomes. The format in this section will follow
that form. The results did not answer every question. The conclusions
have not all resulted in recommendations. Cross reference will be made to
recommendations that are the outcome of individual conclusions.

TASK 1 Objective: To identify procedures which will cantribute to i
recruitment and retention of women chaplains. '

What are existing procedures regarding recruitment of women into Army 1
Chaplaincy? ,

Overview of existing procedures: The Chaplaincy does not engage in
direct recruitment efforts. The present methods are centered upon the
denominations providing chaplain to a suggested level (quota) with empahsis
on the minority guidelines of the Chaplaincy. The endorsing agents are
encouraged to recommend/recruit qualified women candidates. The Chaplaincy
has been able to obtain the numbers of chaplain required using this
approach.?the problem has been maintaining denominational balance (not all
denominations are able to supply enough candidates) and obtaining the

‘/

requisite minority representations especially in the case of women. The A, 5

present methods are not providing enough women candidates. (7, (}o‘ﬂfé a0
- How do existing procedures affect recruitment of women into the

Chaplaincy?

! Gain a realistic picture of the level of success in recruiting women
into the Chaplaincy: The Chaplaincy has eleven (11) women chaplain in a
fifteen hundred (1500) person Chaplaincy or less than one percent of the
Chaplaincy. The Army enlisted force (as of FY 80) had 61,351 women
constituting 9.1% of the active duty enlisted. The women Army officers
were 7,500 or 7.5% of the officers in the Army. The civilian pool of
potential chaplain is composed of over ten (10) percent women (including
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current seminary enrollments) and the numbers of women are growing, note
graphs. The Chaplaincy does not have an adequate representation of women
in light of the potential pool of qualified candidates.

Identify areas in which existing procedures operate to encourage
recruitment of women into Chaplaincy: The prime method reported by those
interviewed in this research was contact with a member/exmember of the
Chaplaincy influencing them to join. This was supported by the study done
by Market Facts, Inc. (1978), which drew the conclusion that personal
interface was the most effective form of recruitment into the Chaplaincy.
This interface seems to require a one to one exchange over time to be most
effective. The conclusion was drawn by the researchers in this effort that
recommendations promoting contact between civilian potential candidates and
chaplains would be an aid to recruitment and could be directed to specific
need areas such as increasing the number of women candidates. Reference is
made to recommendations Recruitment 2B-C, Recruitment 3A-C; Training lA.

Identify areas in which procedures need to be altered or developed to
serve goal of female recruitment: Large organizations in general tend to
be conservative bodies and to resist changes. This resistance includes
nontraditional roles for women. The entrance of women into the ministry
has been resisted and the military chaplaincy is viewed as an additional
deviation from traditional roles. The Chaplaincy is socially/
psychologically a different traditional barrier for women in relation to
their denominations. There are also some seminaries and religious
orientations that oppose the military thus influencing potential candidates
in a negative manner. The difference in experience requirements of the
denominations is in some cases a barrier. The denominations which can not
place women in pastor positions but require this type of experience before
entering the Chaplaincy set up a “catch 22" situation for interested women.

The women in the ministry are on the average older than their male
counterparts. The upper age 1imit currently in effect concerning
enlistment 1s a barrier to women. The pool of women available for
recruitment would be increased by a change upward (older). This type of
change would benefit women proportionally more than men, see retention
recommendation 38. The women are also less likely to be in touch with the
military in a career fashion. The person exchaplains and/or military
officers who would encourage interest in the Chaplaincy are less likely to
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encourage women (cultural bias). The potential one to one contacts for
women are less than those for men in the same environment. The conclusion
must be drawn that increased opportunity for interface would improve
recruitment, see recruitment recommendation 2A-D; 3B.

How do existing procedures affect retention of women chaplain?

Gain a realistic picture of rate of attrition among women in
Chaplaincy: The number of women who have served in the Chaplaincy of any
of the services is so small at this point that an accurate attrition rate
cannot be established. The apparent rate so far is less than ten (10)
percent per year or in other words less than the rate for men. The
civilian sector does not provide much insight into this area, the only
available information concerns women leaving the ministry which does not
directly relate to Chaplaincy attrition. The fact is that attrition of
women chaplain is not a problem at this time, but it can be assumed that as
the number of women grows in the Chaplaincy provision will have to be made
to insure it does not become a problem.

Identify areas in which existing procedures serve to encourage
retention of women in Chaplaincy: The areas of satisfaction with the
ministry of a chaplain works for women as well as men. The career
advancement possibilities are reported as an incentive but women have not
been in the system long enough to experience all aspects of the career
program. The travel associated with military service seems to be a plus
for all chaplains. The ecumenical approach of the Chaplaincy seems to be a
positive factor with the women chaplains. The women reported that the
freadom from fund raising activities of the civilian church was a positive
for the Chaplaincy.

Identify specific areas in which procedures need to be altered or
developed to encourage retention of women in Chaplaincy: The women
interviewed indicated that the Post Chaplains tended to protect them. The
assignments given to the women were the ones least 1ikely for them to have
problems. The protection is seen by the women as negative, they are not
allowed the full scope of the chaplains job. The fact that they are
treated in a different manner than men is also negative to the women and
some of the men interviewed. See retention recommendation 1A & 5A.
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The training/education area was of great concern to all the chaplain
interviewed. The women in particular cases indicated a lack of educational
preparation. The problems most cited were the areas of administrative
duties and supervision of others. The women in general reported a sense of
isolation due to the lack of a same sex peer group in the job environment.
The policies of assigning women to the greatest number of locations
possible is a problem for the women. See retention recommendation 5;
Training recommendation 2C. The concerns for the training area resulted in
Training recommendations 2A-G. The lack of intermediate promotions in the
first several years of service is also a problem, see retention
recommendation 4A-C.

What factors affect retention of women in Chaplaincy?

Identify factors affecting retention of women in Chaplaincy: The
general factors affecting retention were the same for men and women leading
to the conclusion that some general recommendations directed at improving
retention overall would benefit women's retention. The general literature
shows that women are motivated by ingrinsic factors. The areas of social
isolation, job enrichment, educational opportunity, travel, personal
recognition, and service to others are factors affecting retention of
women. The functioning of the system in the exact way it is reported to
function is also a factor. There was dissatisfaction with trying to deal
with the official versus the unofficial system functioning. The women seem
to feel excluded from the unofficial system.

Identify factors which positively and adversely affect career
decisions made by women in: Army; Clergy; Army Chaplaincy. There have
been a number of studies done concerning women in the military since 1974.
The overall summary of which leads to the conclusion that the more
nontraditional the job category the women enter the more difficult it is to
obtain peer acceptance. The women in these situations in the Army are
further isolated by the fact that the system is male dominated. Retention
under these conditions is poor. Women in general in the military have the
same retention rate as men on the average. Women leave nontraditional jobs
faster and traditional jobs slower than men averaging to about the same
rate overall.
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Women in the civilian clergy are reporting their main dissatisfaction
is lack of peer acceptance and career position barriers in the male !
dominated church systems. Retention of women as clergy is excellent after ?
placement in a pastor role. Retention for ordained women who are not 3
placed in a pastor role is significantly lower. There has also been an
indication that women feel their seminary educations do not adequately

' prepare them for the pastor role. The more traditional systems have been
slow to allow women in leadership positions.
The Army Chaplaincy has had excellent retention. The women in the
Chaplaincy can be expected to be vetained at approximately the same rate as
the men. Interviews with women who have left the military Chaplaincy
indicates a number of points of dissatisfaction. The degree of
regimentation and system formalization was for some a probiem. The
resistance to regimentation is almost reflexive in those who are pioneers.
The fact that more of the first women chaplains have not left the system is
a credit to the system modifying to accept their presence. The acceptance 3
or lack of it by the peer group is the next most often cited problem. i
Those interviewed felt this would be largely over come by time and b
education. See training recommendations 2A-G.

How many and what sources are available for recruitment of women
chaplains? | ‘

Identify sources for recruitment of women into Chaplaincy: The only 3
direct resources used by the Chaplaincy are the endorsing agents
representing the various denominations. The Chaplaincy currently refers
all qualified inquiries to the relevant endorsing agent. There are ‘
programs such as the chaplains candidate program which function with the
cooperation of the denominations and the Chaplaincy but actual recruitment
is done by the endorsing agents. The indirect resources available to the
Chaplaincy have not been organized. The development of interfaces with
seminaries and other organizations has been on an individual basis. See
Recruitment recommendations 2A-D; 3A-C.

Gain data needed to realistically evaluate Army policy of
denominational balance: The Army is already having difficulty maintaining
denominational balance due to a shortage of Catholic and Jewish chaplain.l”
The recruitment of women chaplaiﬁ:can only be from denominations which
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endorse women. It follows that if the number of women chaplains is

increased either these denominations will be over represented or will have
mostly women as chaplains. The interviews revealed an attitude by chaplaiﬁ?s
that if their denomination was over represented the members of that
denomination would lose. The conclusions was that promotfons and other
benefits would be lost because the Chaplaincy attempts to maintain
denominational balance at all levels of the Chaplaincy.

The attitudes towards denominational balance expressed by chaplains
were mixed. The women were more likely to agree to dropping the required
balance for an increase in any minority category. The male were much less
inclined to endorse such a policy. There were a number of inputs
indicating problems in promotions of individuals apparently for
denominational balance reasons when in fact they were in the opinion of
those interviewed not able to function effectively at the higher level.
Research has shown that any policy that identifies differences such as
minority status, denomination, or other non performance related factors is
'subject to much resentment and criticism. The conclusion was drawn that
the policy of denominational balance is too closely followed and there
should be much less emphasis placed on this factor in the promotional
system. The women will be caught in a back lash otherwise from their own
denomination.

Gain information needed to reevaluate role and requirements of Army
chaplains: The approach here was to determine the feasibility of creating
an extended career ladder providing a place for non ordained religious
professionals. The perceived role of a chaplain would allow for religious
professionals at the Warrant Officer level. The attitude of most endorsing
agents seemed to be favorable to this prospect. The chaplains individually
expressed some concern about such an extension of the Chaplaincy. The
problem became unresolvable as it became clear that the requirements for
Warrant Officer would exclude most of those with the appropriate religious
background and it could be viewed as setting up second class chaplains.

The role of a chaplain was also explored in view of the problems faced
by women that would be unique to women. The problem of combat exclusion is
a political issue that can not be resolved within the Chaplaincy. The
exclusion affects the assignment of women and their acceptance by male
chaplains. The women are not allowed the role of combat chaplain and as
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their numbers increase it will create more of a problem since some
assignments will be males only. The resentment of the women will be a
continuing problem unless stueps are taken to minimize the problem. See
Training recommendations 2C-t, 4.

How do churches and other religious organizations recruit women into
leadership roles?

Gain insight into successful recruitment procedures for civilian women
clergy: The denominations do not view their personnel practices as
recruitment or promotion, rather as calling and progression. The churches
further have direct access to seminaries and in some cases they run the
seminary. The case of recruitment is more one of who will they give up to
outside requests by such as the military. The real recruitment is into the
seminary not after completion of the schooling. The denominations further
see many of those who go into the Chaplaincy as lost resources to the
civilian church. The creation of leaders among women clergy is through
increasing responsibility in the positions held by the individuai. This
system works well as long as no positions are specifically excluded from
the individual as is the case in the Chaplaincy.

Adapt successful recruitment materials/techniques in religious
community to Army usage, where appropriate: The fact is that recruitment
is by personal interface in both the civilian and military sectors.
Programs which bring chaplain and/or exchaplains into contact with seminary
students and teachers is the most effective recruitment method currently
available for any group.

Gain understanding of civilian denominational training for women and
its possible uses in Army chaplain's training: The women interviewed
indicated the training outside the Chaplaincy may be orienting women into
non pastor positions. There were several women who reported a lack of
educational preparation by the civilian institutions. The training in the
civilian sector is so varied that no generalizations can be made. The
extremes include seminary training specifically for entry into the
Chaplaincy with military field placements to the seminaries who actively
oppose military service for anyone. The sharing of educational material
where possible is important for the recruitment efforts of the Chaplaincy.
The understanding to be gained is each individual entering the Chaplaincy
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has a different level of preparation and the educational system must be
flexible to be able to accommodate the differences.

TASK 2 Objective: To determine what types of promotional materials are
required to interest women in the military Chaplaincy.

What promotional materials are currently being used to recruit women
into the Army?

Overview of existing materials: The Army currently uses only one
pamphlet to respond to interested parties. The material is general and not
directed at women specifically. The material does not use the motivation
techniques available rather is factual in approach.

How effective are current materials in generating an interest in the
Chaplaincy?

Evaluate the effectiveness of current promotional materials in
recruiting women for Army Chaplaincy: The materials are not effective for
creating interest. The materials are designed to answer factual questions
of a person already interested in the Chaplaincy. The materials are not
widely distributed and are not directed at any specific group.

What factors affect a person's decision to become a chaplain in the
military? (Are these considerations unique?) (Are these considerations
the same for men and women?) (Do current promotional materials address
these factors?)

Identify areas/issues that are of special concern to chaplain recruits
and should be addressed in promotional materfals: The personal testimony
of those serving this type of calling is an important modivational
approach. The special character of the chaplains ministry is also an area
that concerns recruits and/or potential recruits. The detailing of the
troop ministry is important to new chaplains. The “special” calling
approach to service in the Chaplaincy is also important. The women are
looking to find minimum barriers to their taking part in the full ministry.
The prospects for increasing responsibility are also more important to the
women. The methods and means for interdenominational cooperation within
the Chaplaincy concerns many new people.
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Develop specific recommendations for types of promotional materials
that are needed to strengthen recruitment efforts: The recommendations
developed are contained in the following. Recruitment recommendations
28-C, 3A-B, 4; Training recommendations 1A; Retention recommendations SA-C.

What promotional materials are currently being used to recruit women
into the Chaplaincy in other armed forces?

Identify promotional techniques in recruitment literature: The
investigation indicates that the other services use materials for
recruitment that are effectively the same as that used by the Army. This
area was non productive of new materials.

How do civilian religious organizations recruit women for the
ministry?

Gain an understanding of considerations made in the decision to go
into the ministry/apply this knowledge to improve promotional materials:
The specific recommendations under Recruitment 4 are designed to respond to
this question. The decision to go into the ministry is reported to be
based upon a personal calling. The choice of what type or form of ministry
is most often related to personal interaction with someone in the selected
ministry. The side benefits or problems are influences but do not seem to
be controlling factors.

TASK 3 Objective: To develop strategies to provide adequate information
concerning the requirements, duties, expectations, and exigencies of
military service.

What information is currently available to prospective Army chaplains
regarding these aspects of Army life?

How is information in these areas disseminated to Army chaplains and
prospective Army chaplains?

Overview of current situation: The available information is hearsay
and personal experience. These is no publication by the Army or those
outside of the Army which covers these areas. The lack of a systematic
source of information i{s a definite lack that should be corrected. The
conclusions here resulted in Training recommendations 2A-G and were a
consideration in many of the recruitment recommendations.
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Do current practices provide adequate information to enable Army
Chaplains to be successful in their role or to ensure the success of
prospective chaplains? ‘

Gain an understanding of current practices: The current methods are
not consistent enough to insure success. The Chaplains School does not
teach realistic courses on the nature and function of the military system.
The chaplains role is given by the book but learned from those more
experienced on an incidental basis. The new chaplains are not exposed to
the reality of the enlisted experience unless they themselves have
experienced it at a prior time. The field training system for new
chaplains is uncontrolled so that it is different for each supervisor
directing it. The field experience training is only as useful as the
individual managing it. The conclusion was drawn that current methods of
training chaplains have serious problems.

Develop recommendations for expanding current available information to
include issues specific to women in the Chaplaincy: See Training
recomnendations 2A-G.

What specific information is required to develop an understanding of
military 1ife? (What necessary information is particular to the
Chaplaincy?) (What necessary information is particular to women?)

Identify salient characteristics of Army l1ife: The Army system
functions on several levels. The official system, the actual system, and
the "old boy network" are all part of the Army system each representing a
different aspect of the whole. The systems function for those who can
understand and use them. The fact {s that understanding of the function of
the various aspects of the system is a function of knowledge and being
included by the vested interests. The individual who fails to understand
the ways and means of these systems in rapid order is excluded from them.

Identify specific understandings particular to women serving as
Army chaplains: The women are not accepted into the “old boy network" of
the present chaplaincy. The women are therefore isolated from important '
aspects of the unofficial system functioning. The women by way of prior
cultural isolation from things male do not have the grounding in the
official system that many men have before entering the service. The women
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must also prove themselves in a non traditional role further adding to
their difficulty. The women and some men require an improved introduction
and education as to the system functions. See Training recommendations
2C-E. ' '

Gain understanding of the nature of military life and the realtionship
between military 1ife and role of a chapiain: The chaplain is more than a
religious professional, the chaplain is a military officer. The fact of
being an officer and functioning with authority in a highly structured
organization creates difficulties for many chaplains. The nature of the
system is complex and the conclusion can be drawn that a sound introduction
to all aspects of the system is essential for all chaplains.
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TASK 4 Objective: To determine what chaplain branch policy changes are
required in career management to enhance the retention of women chaplains.

What are existing branch policies regarding career management? (Are
policies the same for men and women?) (Are policies applied the same for
men and women?)

Overview of existing situation: The existing system does seem to
apply to women differently than men. The attitude of many of the male
chaplains is that the women will be assured of promotion no matter what

happens. The women have not been in the system with sufficient number or
for enough time to verify this prediction. The assignment system for women
has been managed to provide the widest possible coverage of women resulting
in isolating the women chaplains from one another. The women have
experienced different patterns of post assignment as compared to men. The
post assignment differences are in part due to combat exclusion and inpart
the attitudes of some post chaplains toward women chaplaipS )The major
portion of the chaplains interviewed reported little knowledge of how the
career system worked.

- How are career management decisions made? ([s procedure the same for
men/women chaplains?) (What is the impact of decisions making policy and
policy and practice on women in Chaplaincy?)

Understand current career management procedures and their application:
The current system has not affected women in a negative manner that can be
detected. There is every indication that it may in the long run create
problems for career women. The concept of ticket punching is officially
not accepted by the military but still appears to be a factor in career
success. The women are following a slightly different pattern than the men
raising the question as to their getting the proper tickets punched. The
Chaplaincy has a number of goals in career management which sometimes are
in conflict one with the other. Conflicts such as denominational balance
at the higher grades versus al4lity of the individual chaplain versus
minority status. The women are not unique fn experiencing problems with
the system. .

Identify po]iciis that contribute to successful career management
program: See Retention recommendations 1lA-C, 4A-C, SA-C.
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What are the attitudes of the Army power structure and Chaplaincy
personnel toward women as chaplains?

Identify attitudes which affect career management decisions: The Army
power structure appears to support women chaplains and this is reflected in
official policies. The field commanders who interact with women chaplains
are supportive of them and satisfied with their performance. The male
chaplains are having a harder time accepting women chaplaigrand are thus
creating an environment that the women would rather not be in. The support
personnel in the Chaplaincy are also not as accepting of women as
chaplains.

Are men and women chaplains entered at the same rank and level of
responsibility, with comparable qualifications?

Gain a realistic picture of career management policies and how they
affect retention of women chaplain: There is no indication that women are
given different rank or initial training in the Chaplaincy. There is
indications that women are not assigned the same level of responsibility by
some post chaplains. The women have not been in the system long enough to
determine the effect on retention.

What career factors contributed to the decision of women who chose to
leave the Army Chaplaincy?

Identify career management factors which positively and negatively
affect retention of women chaplains: The women who have left the
Chaplaincy could not all be interviewed. The sample who were largely left
due to the fact that they were rebels in the first place going into the
system and could not - would not wait for the system to change for their
ideals. The conclusion here is that not enough women have gone into and/or
left the system to reach any reasonable conclusions based on experience.
The only factors that can be applied are the experiences of other systems
and extension of the male chaplain experience.

What are present assignment procedures for chaplains? (Is the
procedure the same for men and women?) (Are the procedures applied the
same for men and women?) (Where are women chaplains presently assigned?).
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Gain a realistic picture of assignment procedures affecting women
chaplains: The Chaplaincy has made an effort to assign women to as many
different posts as possible for their tour of duty. The only negative from
this has been the isolation of women chaplains from other women chaplains
on their assignments. The post job assignments have been different for
women than men partly due to combat exclusion and part due to post
chaplains. P
Identify strengths/weaknesses of assignment policies/procedures: The
women have been seen by and served the maximum number of troops by the
current assignment policies. The sense of isolation and lack of support
groups has been intensified by that same policy. The independence of the
post chaplains has allowed the most effective use of personnel for local
conditions. This independence has allowed personal opinions to affect job
assignments and in some cases this has affected women chaplains in a
negative manner. See Retention recommendation 1A-C.

TASK 5 Objective: To determine the impact under mobilization of increased
numbers of women chaplains in providing ministry to combat soldiers.

What are the attitudes of the following groups toward the introduction
of women chaplains into a combat situation? (enlisted; combat officers;
Army chaplains; women Army chaplains; Army power structure).

Gain a realistic picture of the attitudinal factors operating: The
fact is that all groups agree they don't want women in combat. The women
on the other hand are sure that if women were in combat it would not affect
combat readiness of the troops associated with them. The males are sure !
that women in combat would affect the troops in a negative manner. The
women chaplains do not want to go into combat situations but feel that
combat exclusion will negatively affect their military careers.

What studies have been done regarding mobilization of women in combat?

Overview of current information in this area: The studies show that
women in support roles are subject to combat dangers and have been killed
in the police actions of the past. The presence of women in the combat
areas has not been shown to cause a reduction in combat effectiveness of
troops in those same areas. The problem of combat exclusion remains a
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political question and not within the policies of the Army. The foreign
armies using women have found more problem with the attitudes toward women
of the opposing forces than with their own troops in combat. The chaplain
is a noncombatant serving the combat forces and therefore in an unusual
position to start with; the presence of women chaplain would further
complicate the situation. The research to date would indicate that women
could seve in combat and after some adjustment period would not cause
readiness problems.

How would combat readiness be affected by the introduction of larger
numbers of women chaplains?

Determine impact of increased numbers of women chaplains serving in
combat situations: The women can not serve in combat situations at
present. The combat exclusion for women is not likely to change in the
near future. The effect of more women in the Chaplaincy will be to cause
the men to have more periods of time assigned to combat units and could
affect the ability of the chaplaincy to serve units in combat.

TASK 6 Objective: To examine the impact on denominationa) balance, in view
of the fact that only a limited number of denominations endorse women?

What is the existing policy on denominational balance?

Overview of existing situation: The existing policy is to reflect in
the denominational composition of the Chaplaincy the approximate
proportions of the religions represented in the U.S. population as a whole.
The endorsing agents for the denominations are the resource for recruiting
from the various denominations. The Chaplaincy attempts to maintain this
balance at all levels within the organizations. The maintenance of this
balance is a consideration in recruitment, promotion, and assignment.

What is the philosophy behind the policy of denominational balance?

Identify rationale behind policy of denominational balance: The
Chaplaincy is expected to be able to serve the religious needs of troops
under all conditions including general mobilization. The 2sst guess on
religious requirements {s the general population distribution.
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What are alternatives to denominational balance? 4
{ Define role of Army Chaplaincy: The Chaplaincy in the attempt to be -
prepared for general mobilization does not reflect the present composition
of the Army by denomination. The policy should be reviewed as it
represents a barrier to minorities, women in particular.

Suggest alternatives to policy of denominational balance: The
dropping of the policy after initial recruitment. The use of i,
denominational balance consideration in assignment as a guide only and no
information on denomination in promotional considerations.

How does the constituency view the role of Army chaplain? -

The chaplains role extends beyond denomination and most of the |
constituency is not concerned with the chaplains denomination. The conduct
of Sunday services is the most concern over denomination expressed by the
troops. The view is that the Sunday service is not the most important role
for the chaplain.

Would the constituency and/or the Chaplaincy accept an alternative in
order to further EEQ goals? :

The constituency would accept this aiternative much better than the
members of the Chaplaincy. The attitudes expressed were stongly against 4
changes for EEQ purposes with the exception of the women chaplains.

TASK 7 Objective: To identify training requirements for female chaplains
that are different or in addition to those provided for male chaplains.

L1
What are existing training requirements for Army chaplains? (Is }
training the same for men and women?) (Are duties the same for men and -
women?) (Are expectations the same for men and women entering the !
B

Chaplaincy?).

Overview of existing situation: The Chaplain School treats male and ,
female chaplains the same while in training. The present system does not .
attempt to add or detract from the training of women chaplains. The
initial courses do not address social {ssues such as women in combat or
male-female relationships in the military setting. The requirements for
training carried out by the Chaplains School are not well defined at this
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time. See Training recommendation 2A. The expectations of the women
entering the Chaplaincy were varied but no consistent difference from the
males could be identified.

What are tke differences in training requirements for: Men vs women
in other Army branches; officers vs enlisted?

Identify areas of training: The military has created difference in
training where strength was prime factor in the training. The technical
and academic skills have been presented to both sexes without difference.
The basic training program for enlisted women has been different because of
strength and in part due to combat exclusion considerations. The officers
training has always focused on the academic rather than physical. The
women officer training is effectively no different than the system for
males, in fact it is now normally the same system.

Are there areas of responsibility in which womem chaplains as a groupg
generally do not function as effectively as men chaplains?

Identify areas where training for women chaplains are needed: The
results show that some areas are more likely to be a problem for women but
many males have the same problem areas. There were no areas specifically
linked to women as training needs. The understanding of the military
system was an area more likely to be a problem for women but male chaplains
reported requirements for training in this area. The concliusion was drawn
that changes in the general training system would benefit women in a direct
manner. The benefit would not be restricted to women in this case.

What do women with experience as Army chaplains perceive to be
additional training needs?

Identify areas of additional training for women chaplains: The women
chaplain felt the need for courses in the actual functioning of the
military system. The inclusion of social issues study both in the field
and at the Chaplains Schaol. The women also felt that a more direct
experience with basic training for enlisted personnel would help them as
chaplains. The training areas indicated by the women were also indicated
by male chaplains as training needs.

V-19




TASK 8 Objective: To examine training requirements over and above those
normally provided in the basic course.

What issues have surfaced as a result of introducing women into the
Chaplaincy?

Identify training needs: The women chaplains are experiencing social
isolation. The social techniques of developing a support group are an
important training requirement. The social issue of male-female relations
is a training requirment of some current importance for the Chaplaincy.
The training of managers in the handling of social issue problems is a
current need in the training system. See Traning recommendations 2A-G.

TASK 9 Objective: To determine professional development requirements for
women chaplains that would necessitate changes to current Professional
Development Plan.

What is the Professional Development Plan? (What are its uses?) (How
is it implemented?) (What are its goals?) (What is its effect on
retention of personnel?).

Evaluation of PDP uses and effectiveness: The POP is a management
tool for improving the effectiveness of individuals through profession
oriented goal setting in cooperation with supervisors. The survey results
and interviews indicate that most chaplains are unaware ov the existence of
such a plan. Those that are aware of the system see it as a means of
Justifying additional training for them as individuals. The PDP has little
impact as it is not widely used hv chaplains in a meaningful manner.

What are the professional development needs of women chaplains as
perceived by: women in Chaplaincy; men in Chaplaincy; Chaplains Branch
leaders?

Identify professional development needs specific to women chaplains:
The research conducted during this project did not identify professional
development needs that were specific to women chaplains. The conclusion
was reached that no outstanding needs were present in the current
Chaplaincy that were significantly different from male chaplains.
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TASK 10 Objective: To determine strategies required to develop within
women chaplains the understanding of the military system and their role
within that system.

How does Army develop this understanding of the military system among
male chaplains?

Overview of existing training specific to this issue: The current
training system details the formal Army structure and customs. The new
chaplains are given a brief controlled exposure to enlisted training.
There is currently a reliance on incidental personal knowledge of new
chaplains in the area of the less formal operations of the Army systems.
The research indicates that many men a well as women are not receiving
adequate jinstruction for an understanding of military life. The problem
does not appear to be only among the women aithough they are less likely to
have been exposed to the knowledge in question than are the males.

What are manifestations of a “lack of understanding of the military
system"?

Develop strategies to ensure the successful assimilation and
acceptance of women chaplain: The lack may not be confined to women but it
does seem to be a complaint leveled at women by other chaplains. The
training system can be modified to handle some of this problem. The
copastorate approach can pick up the more inexperienced chaplains. The 7E
program can also be strengthened to meet this need. The most frequent
problem encountered is failing to recongize the level at which a problem
should be managed. The lack of understanding by junior officers is cr-=on
and each branch resolves the probiem in general by pairing the
inexperienced person with an experienced veteran.

TASK 11 Objective: To determine strategies to understand the role and
responsibilities of the supervisory chaplain and develop supervisory skills
for the women chaplain.

What is the role of supervisory chaplain?
Overview of existing situation: The supervisory chaplain is a
professional administrator. The skills required are those of leadership
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and management. The selection is by promotion; the higher the rank the
more responsibility. The selection is based on how well the individual
performs duties at the level before promotion. There is no training
program designed to the requirements of supervisors currently in the
Chaplaincy.

what additional training needs are indicated to insure the successful
introduction of women into leadership roles within the Chaplaincy?

ldentify additional training needs: The skills of planning,
forecasting, personnel management, leadership, goal setting, and other
professional management subjects are important to introduce at the basic
course level with detail follow-up courses in continuing education and the
advanced course. See Training recommendations 2, 3, & 4.
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SECTION VI
RECOMMENDATION MODULES

This section presents details for recommendations given in Sectfon II.
Each recommendation is presented separately for action officer
consideration. The recommendations give the principal goals followed by
the rationale for the action. Each main recommendation also contains
implementation strategies. The implementation strategies are based upon
results of the research conducted during the project. Recommendations are
presented in the following areas:

« Recruitment

« Training

« Retention

« Mobilization
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RECRUITMENT

Recommendation Module 1: The Chief of Chaplains Qffice should modify
and/or create new organizational elements for the Chaplaincy to maximize
recruitment flexibilty and program effectiveness through organizational
structure and personnel strategies.

RATIONALE

The present personnel structure within the Chaplaincy establishes a
limited career ladder which may ignore opportunities for developing
personnel for the Chaplaincy from within the military system.

As reflected in survey results, there appears to be a consensus among
military personnel, Chaplaincy and constituents that success as a chaplain
requires an understanding of the military way of 1ife. Interviews with
chaplains further defined this necessary understanding as something that is
gained through experience within the system and is not easily taught out of
context. The issue of understanding the military way of life is one that
1s frequently presented as an objection against attempts to increase
numbers of chaplains who do not fit the traditional military mold.

The organizational framework and policies of the Chaplaincy create a
paradox of an entry level assignment for new chaplains (troop ministry)
that requires understanding of the military way of life, despite the fact
that a newly commissioned chaplain with military experience is the
exception rather than the rule.

In troop ministry, command officers do and should expect the chaplain
to understand the military way of life in order to function effectively as
a staff officer and establish rapport with the troops for ministry.

The enactment of the Defense Officers Personnel Management Act (DOPMA) )

has created an environment in which the Chaplaincy may wish to consider
changes which will serve personnel requirements and organizational
objectives.
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RECRUITMENT

Implementation Strategy 1(A): Establish two entry levels into the
Chaplaincy dependent upon prior experience of the candidate.

STRATEGY

The chief of Chaplains O0ffice should review the relationship between
ministerial experience and potential for success as a Chaplain. The
Department of Defense should establish minimum experience requirements for
chaplains.

Evaluation of Chaplaincy objectives suggest the possibility of
increasing flexibility in recruitment programs by the addition of an entry
level professional positions below that of chaplain. The associate
chaplain position would be an entry level position for academically and
religiously qualified professionals who lack experience. The creation of
experience requirements may allow some endorsing agencies to be more
flexible in their requirements for endorsement. The entry position would
allow inexperienced ordained clergy to serve in the military while gaining
ministerial experience required for optimum effectiveness as a chaplain.

After a term of service established by the Army (e.g. 12-24 months),
the associate chaplain would be evaluated for promotion tc captain. This
would also be a time for review by the endorsing agency for the continuing
endorsement of the candidate. During the time of service as an associate
chaplain, specialized training designed to supplement skills would be
provided.

The duties of the associate chaplain would be the same as those
assigned chaplain except that they would be performed under direct
supervision of a chaplain. In assignments requiring more than one
chaplain, a team approach could be used in which a chaplain and associate
chaplain would serve together (co-pastorate).
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Department of Defense Directive 1304.19 establishes minimum
educational requirements and endorsement by the church as prerequisites for
service as a military chaplain. There are no Army requirements for
ministerial experience, which has led to a marked variance among endorsing
agencies who set standards for their respective churches.

BENEFITS

Personnel action establishing an intermediate career level within the
Chaplaincy would provide benefits as follows:

1. Allow the Chaplaincy latitude to set minimum experience standards
for qualification as a chaplain. Lack of uniformity of a minimum
experience standard is an issue which surfaced frequently during
interviews.

2. Allow endorsing agencies greater flexibility in recruiting and
selecting candidates to represent their religion.

3. Create an environment which would facilitate the effective
utilization of inexperienced associate chaplains while ensuring their
successful transition into and acceptance in the role of chaplain.

4. Refine duties at chaplain and associate chaplain thus enhancing
effective use of personnel resources within the chapiaincy.
S. Improve positive professional image of chaplains by assigning only
experienced chaplains to duty requiring same.

6. Maximize potential for success in all Chaplaincy assignments by
matching level of experience to appropriate level of
responsibility.

CROSS REFERENCES

1. Training modules 2B & 2 E; 5

2. Retention modules 1; 3
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RECRUITMENT

Implementation Strategy 1(B): Create a summer chaplaincy internship with no
obligation for further military service by participants.

STRATEGY

The Chaplaincy recognizes the importance of early identification and
development of potential chaplain recruits. Programs such as the Staff
Specialist (Chaplain Candidate) Program for Seminarians and the Reserve
Components Chaplain Program are positive steps toward developing resources
from which future chaplains can be recruited. Such programs are mutually
advantageous. (1) They provide the Army with a pool of potential chaplains
who have a first hand knowledge of the Chaplaincy. (2) They provide the
seminarian the opportunity to gain insight into the Chaplaincy upon which
informed long-term career decisions can be made. (3) They provide the
churches/endorsing agencies with opportunities to evaluate candidates'
potentials for success as a chaplain within the actual context of the
military Chaplaincy. The Chaplain Candidate Program and similar programs
should be encouraged as a vehicle for increasing resources for recruitment.

Internship type programs that offer early experience in the military
environment are valuable vehicles for identifying and developing potential
resources from which chaplains may be recruited.

It is recommended that the Chaplaincy further extend this constructive
approach to recruitment by instituting a summer Chaplaincy Internship
Program for individuals interested in exploring the Chaplaincy as a career
option without making the formal commitment implied by participation in the
Chaplain Candidate Program.

Summer Interns: (1) would be civil service employees asigned
short-term (6-10 weeks) to work under the direction of an active duty
chaplain; and (2) would be selected from among applicants referred through
seminaries, church youth groups, colleges, private or public organizations
or individuals as deemed appropriate. The program should be open to all
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interested applicants. Participation in the program would constitute no

commitment beyond summer employment on the parts of the Army and the
intern. Acceptance in the program should not require church endorsement.
The program should be designed in cooperation with church and seminary
representatives to establish standards of experience which would permit
institutions the option to allow students credit for field placement
requirements where applicable. Finally, training would be a part of the
program.

Success of programs such as those described above depend upon efforts
to publicize the programs, recruit qualified participants and monitor
assignments to ensure quality of experience. Development and coordination

of programs could be included in the scope of duties assigned the proposed
Chief of Chaplains Liatson Officer.

BENEFITS
1. Increased general awareness of The Chaplaincy.

2. Development of a pool of potential chaplain recruits together with
early identification of qualified candidates.

3. Improved effectiveness of recruitment efforts by providing an
added dimension to information available to potential Chaplains,
churches, endorsing agencies and the Chaplaincy in evaluating
potential for an individual's success in Chaplaincy ministry.

CROSS REFERENCES
1+« Recruitment modules 2; 3

2. Training module 1

3. Retention module 3
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RECRUITMENT

Recommendation Module 2: Develop and implement programs and
strategies to facilitate and improve the recruitment process.

RATIONALE

Historically, recruiting clergy to serve as military chaplains has not
been a problem. With isolated exceptions, there are greater numbers of
candidates for positions as military chaplains than there are vacancies.
The recruitment focus then turns to devising strategies that will attract
the most highly qualified candidates to meet specific ministry needs of the

Army.

Survey results, interview responses and previous studies agree that
the Army traditionally has played a passive role in the recruitment
process. However, the dynamic, changing environment of today's military
services may require that the Chaplaincy participate in guiding the
recruitment process instituting programs to ensure continued responsiveness
and cooperation among the agencies involved in recruiting military
chaplains. Primary responsibilities of the Chaplaincy in recruiting are:
(1) establishing open lines of communication; (2) providing information;
and (3) coordinating recruitment efforts. The following strategies are
offered as suggestions for furthering Chaplaincy recruitment objectives.
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STRATEGY

1.

2.

3.

4.

BENEFITS

1.

RECRUITMENT

Implementation Strategy 2(A); Create liaison office within Chief of
Chaplains Office to coordinate recruitment efforts.

Establish a liaison office/officer position within the Chief of
Chaplains Office to:

Provide information regarding Chaplaincy programs, goals and needs
related to recruitment.

Facilitate two-way communication among agencies involved in the
recruitment process.

Develop and coordinate recruitment and awareness programs.

Centralize recruitment efforts by receiving referrals and
answering recruitment inquiries and requests for information.

Monitor recruitment programs and results and recommend strategies
to further Chaplaincy objectives.

Identifying resource for information and articulation (a) among
agencies; (b) within Chaplaincy; and (c) with the public.

Fostering greater Chaplaincy responsiveness and participation in
recruitment efforts.

Establishing clear accountability for recruitment and awareness
programs.
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CROSS REFERENCE
1. Recruitment module 3; &
2. Training modules 1; 3

3, Retention modules 3; 4
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RECRUITMENT -

Implementation Strategy 2 (B): Engage in team building efforts to
foster cooperation and communication among the Chaplaincy, churches,
endorsing agents (agencies) and seminaries on a regular basis.

STRATEGY

The Chief of Chaplains Office plays a pivitol role among several )
agencies involved in the recruitment process. Team building efforts to -
foster cooperation and communication among the Chaplaincy, churches,
endorsing agencies and seminaries should be a regular part of the
recruitment program.

Team building seminars designed to clarify roles, define g s and
f open lines of communication may offer the opportunity to streamline the ' %
recruitment process. Each of the groups involved in recruiting military ) '
) chaplains has a unique perspective and constitutes a valuable resource for
evaluating and improving Chaplaincy programs.

The Chief of Chaplains should offer periodic retreats/seminars to : 4
present issues and provide a forum for information sharing. Churches, ' |
endorsing agencies, seminaries and Chaplaincy representatives should be ‘

:; encouraged to attend. Written reports of activities and information should hj r
' be sent to all groups as a follow up for participants as well as to provide ‘
update information to those who do not attend.

BENEFITS

1. Should facilitate the recruitment process.

2. Should increase involvement and cooperation among agencies.

3. Information sharing.

4. Open lines of communication.
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CROSS REFERENCES
1. Recruitment mo&ules 2A; 3
2. Training modules 1; 2A; 3; 5
3. Retention modules 1; 3; 4

4. Mobilization module 1
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RECRUITMENT . B g

Implementation Strategy 2(C): Establish a speakers bureau to provide
Chaplaincy speakers to local areas.

STRATEGY 7

A primary function of the Chaplaincy in the recruitment process is -
providing information. The Chief of Chaplains Office should continue and .
expand programs designed to provide information about the Chaplaincy as a 1
career. A traditional recruitment approach that {is well suited to the ,
‘l " Chaplaincy is public appearances and lectures by chaplains or former
'E chaplains.

Formal presentations with a Chaplaincy recruitment focus should be
available upon request to churches, seminaries, colleges and specialized
youth or professional groups. Chaplaincy personnel should be encouraged to
present programs as needed. The programs should be developed by the Chief
of Chaplains Office.

A more informal approach, using local resources with Chaplaincy
experience, could be offered as a compliment to formal programs.

Local Chaplaincy representatives should be {dentified and made
availiable to speak publicly on campuses, at religious/retreats or camps, to
church groups or on a one to one basis for profesisonals, faculty members
or individuals considering the Chaplaincy as a career.

Program flexibiiity should allow for maximum responsiveness.
Encouraging women and minorities who have served in the Chaplaincy to
participate in these programs could present a role model for potential
recrufits.




BENEFITS
1. Providing recruitment information in a personal manner.

2. Making the Chaplaincy more accessible to people interested in '
exploring a career opportunity. i

3. Increased awareness of the military Chaplaincy within the
religious community.

TR

'? CROSS REFERENCE
1. Recruitment modules 2A; 3
i 2. Training module 1

3. Retention module 1




RECRUITMENT

Implementation Strategy 2(D): Endorce a policy that all recruitment
inquiries or requests for information are forwarded to the liaison office.

STRATEGY

The Chief of Chaplains Office should estabish a policy that all
recruitment inquiries or requests for information specific to the
Chaplaincy be referred to the Chief of Chaplains O0ffice for response.

Due to the specialized nature of chaplain duty and the complexities of
qualification standards and the enlistment processes, it is important that
potential recruits receive reliable, prompt information. Concern was
expressed that Army recruiters in general were not prepared to effectively

recruit for the Chaplaincy.

This responsibility could be assigned to the Liaison Officer described
previously in this module (Strategy 3a).

BENEFITS
1. Providing reliable prompt recruitment information.
2. Enhancing th; professional image o% the Chaplaincy.
CROSS REFERENCES
1. Recruitment modules 2A; 3
2. Training module 1

3. Retention module 1

vi-14

L.

| NP

e




RECRUITMENT

Recommendation Module 3: Develop and implement programs to promote
general awareness of the Chaplaincy among potential recruits and the
religious community.

RATIONALE

The project showed widespread agreement that an effective recruitment
program should have at its foundation the goal of acquainting qualified
people with the Chaplaincy. In interviews conductd with active duty
chaplains, all reported that they had been influenced to join the
Chaplaincy through personal contact with the military or through talking
with a chaplain or former chaplain. Results of the survey of active duty
chaplains indicated that, on a 7 point scale, respondents agreed they had
sought out the Army to explore opportunities in the Chaplaincy.
Reinforcing this finding was the common disagreement that the Army only
recruited respondents. These findings point out the need to develop '
awareness programs to ensure a more systematic sharing of information with
potential chaplains.

A study recently commissioned by the Chief of Chaplains Office
reported that two factors were predominant in influencing decisions to
become a chaplain: (1) personal contact with a chaplain; and (2) direct
experience with the Chaplaincy through field work (46%), special programs
(38%) and/or hearing speakers (35%).

Study findings indicate that certain elements are important in the
development of an awareness program. Thus recruitment strategies should
have the following characteristics:

1. Information: The program should provide candid and complete
information upon which informed career decisions can be made.

2. Personal: Recruitment programs should include personal
perspectives, information which people can relate to on an
affective as well as cognitive basis.
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3. Motivation: They should identify and explain elements of
Chaplaincy ministry that are unique and special, while maintaining
the target group motivators.

Several strategies are suggested to increase general awareness of the
Chaplaincy. Individual strategies have been designed to reach various
target groups. Implementation of a diversity of strategies should have the
greatest potential for achieving program objective.

l"l-'a¢:1:m's influencing the decision to become an Army Chaplain®. Market
Facts, Inc., SCR DAPC MSF-577-32, May, 1978
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RECRUITMENT :

i Recruitment Implementation Strategy 3(A): Develop curricular materials
in religious education subject areas that could be cbtained by seminaries
i and theological schools at minimum cost.

These materials should focus on teaching content areas, but with
. incidental /purposeful insights into the Chaplaincy as a ministry option.
These are not to be public relations films that focus on the Chaplaincy. 1

BENEFITS

; 1. Educators are always seeking out quality instructional materials,
g ’ and the potential for their use is good.
i

i 2. Presentation of materials to students occur at a stage in
individual career development during which research indicates that
potential chaplains are most open to 1deas.1

3. Providing instructional materials should enhance the positive
image of the Chaplaincy with seminaries and associated
institutions of higher learning.

R A e A S 1 ol A p e (Y aea

Materials could be used for training within the Chaplaincy, for
developing chaplains and Chaplaincy personnel, and at the
chaplains school for review courses.

CROSS REFERENCE

1. Recruitment modules 2A & 2B; 4

2. Training modules 1; 2G; 3

Retention modules 1




RECRUITMENT

Implementation Strategy 3(B): Establish program of Awareness Outreach
Speakers (Chaplaincy Speakers' Bureau) using selected active duty
chaplains, reserve chaplains or former chaplains to make presentations
about the Chaplaincy.

STRATEGY

Programs would be available to organizations, church groups, colleges,
student/youth groups, seminaries and interested groups where appropriate.

Speakers, other than on-duty chaplains, would be paid a nominal fee to
compensate for their time and expenses. Local speakers could be identified
in geographic areas around the country and utilized when needed, efther on
their own or in conjunction with a Chaplaincy representative. Speakers
would receive training as required and assistance in the development of
visual aides/materials. A short film (15-30 minutes) describing the
Chaplaincy could be developed for use as a core around which to build a
talk.

BENEFITS
1. Increase auareﬁess of Chaplaincy.

2. Increase accessibility of Chaplaincy by identifying local
resources for people interested in exploring opportunities.

3. Personalizes information.

4. Creates opportunity for question/answer which makes informatfon
provided relevant to group.

§. Fosters good will among reserve and former chaplains who are
selected to participate in program.

y1-18
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CROSS REFERENCE
1. Recruitment modules 2(A) & (C); °
2. Training modules 1; 3

3. Retention modules 1




RECRUITMENT

Implementatin Strategy 3(C): Utilizing resources available in the form
advanced training courses at the Chaplain‘s School, open classes to
civilian clergy on a limited availability basis.

STRATEGY

Nominal tuition fees would be charged to recover actual training
costs, exclusive of administrative overhead costs.

BENEFITS
1. Increase first hand awareness of Chaplaincy among clergy.
2. Creates good will for Chaplaincy within religious community by
making available opportunity for quality advanced training at a
greatly reduced price when compared to fees for private

educational institutions.

3. Offers an added dimension (non-military clergy) to idea sharing
classroom situations.

4. Broadens the base of religious professionals who can discuss the '
Chaplaincy from a personal perspective.

CROSS REFERENCE
1. Recruitment modules 2(A) & (B); S
2. Training modules 1; 2(D) & (6); 3

3. Retention modules 1
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RECRUITMENT

Recommended Module 4: Develop and disti"ioute recruitment materials
that will generate interest ir the Chaplaincy as a career option.

RATIONALE
As a supplement to programs and strate ‘ies for recruiting the most
highly qualified professionals for service as military Chaplains,
recruitment materials provide a valuable vehicle for creating interest in
exploring career opportunities. For those first considering service as a
chaplain, recruitment materials may provide the first impression of the
Chaplaincy. it is important that recruitment materials reflect an image
that will selectively attract the most desirable candidates.
Materials should be carefully designed to:
1. Provide honest, candid information.
2. Emphasize humanistic orientation - personal testimony.
3. Motivate the reader.
4. Describe the unique qualities of military ministry.
o "Ministry of Presence" troop fellowship
o Time for ministering - outreach

0 Enviromment of ecumenical cooperation

0 Diversity of career options

Security

S. Illustrate opportunities for women.
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A recent study, prepared for the Army Chief of Chaplains Office],

recommended augmenting recruitment programs with audio-visual displays and
attractive brochures providing detailed information. Specific emphasis was
placed on the “call to serve" and “ministry to people who need ministry"
attributes of military Chaplaincy. The report concluded that recruitment
must be tied to close personal contacts with current or past Chaplains.

This report, along with interviews with chaplains, all of whom
reported they had been influenced in their decision to become a chaplain by
contact with a chaplain, support a recommendation that materials utilize a
personal testimony approach.

A review of seminary recruitment materials revealed that this personal
orientation is frequently and effectively used.

IMPLEMENTATION STRATEGY

Materials should be systematically distributed to seminaries and
churches and available upon request to anyone interested in learning about

the Chaplaincy.

BENEFITS
1. Create interest among potential recruits.
2. Promote professional image of Chaplaincy.
3. Increase general awareness of military chaplaincy.
4. Provide complete, honest information to prospective recruits.

S. Supplement recruitment programs.




CROSS REFERENCES
1. Recruitment modules 2(A) & (D); 3
2. Training modules 1; 3

3. Retention modules 3
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TRAINING _ i

Recommendation Module 1: Create a liaison officer specifically
assigned to interface and coordinate with seminary faculty and students
concerning women in the Chaplaincy.

RATIONALE ' -
Interview results show that some women chaplains do not perceive -

themselves as having adequate skills for the military ministry. Some women R

stated that when they came into the chaplaincy they were prepared _}

academically for a more specialized role, such as religious education. The - ?
result of this academic orientation was that some individuals were

unprepared for a full ministry role. Some women perceived that a longer _
time is required for them to achieve professional recognition in the male 4
dominated culture of the military. i ]

The interview results further show that some supervisory chaplains : j
" consider the socio-economic background and training of some women chaplain ~ 7
does not prepare them for the basic problems encountered with some military o
personnel, i.e. street language; drugs; sexual abuse; fighting; etc. The
general view expressed was that women are adequately trained in an academic
sense but lack in experience relevant to the military. The lack of
experience with the military is also a problem with some males.

P

i.
eI

The solution to the academic preparation lies with the schools outside i
the Chaplaincy. The Chaplaincy must therefore establish a means of
communication to these institutions to provide {nformation and a community
of interests. The establishment of a training 1iaison will supplement the
recruiting effort and provide a means of promoting common interests.
_

The overall benefits in the assignment of a training 1{afson officer
will be less of a threat than recruiting is to the academic institutions.
The development of common training interests between the Chaplaincy and the
seminaries will improve the training of all involved. The establishment of
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lines of communication between the Chaplaincy and the seminaries will lead
to a reduction in the negative attitudes often present in these
institutions.




TRAINING

Implementation Strategy 1(A): Coordinate information on women in the
Chaplaincy with general recruitment efforts.

STRATEGY

It is recommended that a seminary (training) liaison chaplain be
designated for the purpose of coordinating with seminary faculty and
students on academic and experience requirements of prospective Army
chaplains. The inclusion of materials concerning minority groups such as
women in such liaison is natural. This position may be assigned to a woman
in order that she may serve as a role model in the seminary contacts.

The opening of communication lines with the civiiian sector will
improve recruitment as well as training. The contribution to the on going
requirement for needs assessment in the training area will add to the cost
benefit of this new position on the Chief of Chaplains staff. The staff
assignment may be used as professional development incentive to personnel
in their first five years of service.

BENEFITS

1. The liaison officer should improve relationships between the
Chaplaincy and seminaries.

2. The flow of training information will be two way providing input
into the on going needs assessment process required for effective
training.

3. This provides an additional channel for recruitment.

CROSS REFERENCES

1. Recruitment modules - 3(A) & (B); ¢4
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2.

3.

Training modules - 2(A) & (G); 3

Retention modules - 3; 5
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TRAINING

Implementation Strategy 1(B): Create an additional skill indicator
(ASI) in accordance with AR351-27 to assure liaison officer of career
compatibility.

STRATEGY

It is acknowledged that the assignment of a liaison chaplain,
especially a woman, could be viewed as not career enhancing. The problem
can be avoided by assigning an Additional Skill Indicator (ASI) in
accordance with AR351-27, combined with assigning of "best qualified®
candidates. It could be considered making the assignment "prestigious”
thus career beneficial. The approach to be used is to make this position a
showcase for the educational community.

BENEFITS

1. The career enhancing qualities of the assignment will motivate
the officers assigned to their best efforts.

2. The method of motivation suggested is without direct cost impact.
3. The civilian sector will be sensitive to the level of commitment
shown by the Chaplaincy in this assignment. The use of best
qualified will tend to improve the reception of the program.
CROSS REFERENCES
1. Recruitment modules - 3

2. Training modules - 4(A)

3. Retention modules - 3; 4
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TRAINING

Implementation Strategy 1(C): Liaison officer will assist in sharing
of training materials with civilian educational establishments.

STRATEGY

The sharing (emphasis on sharing) of training material and
instructional information will contribute to improved communication with
seminaries. The way people come into most areas of ministry is through
contact with someone in that area. The fact is that increasing numbers of
women are enrolling in seminaries and contact at that source will improve
recruitment of women. The contribution of the two way communication will
help to stimulate the continuing relevance of the training within the
Chaplaincy.

The churches and seminaries are not familiar with the training
(educational) programs within the military community. The liaison officer
will be able to work on changing that to the benefit of all concerned.
This is a natural sort of interchange that should take place.

BENEFITS

1. The chaplaincy training program will receive valuable input to
keep current on professional subjects.

Recruiting will benefit from the interchange with students at the
seminaries.

A community of interests will be promoted with the churches and
seminaries reducing hostle attitudes.

CROSS REFERENCES

1. Recruitment modules - 3; 4; §
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2.

3.

4.

Training modules - 2(A) (D) (G); 3
Retention modules - 4; S

Mobilization modules - 2
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TRAINING

Training Module 2: The chaplains school curriculum, organization,
structure, and goals should be reviewed.

RATIONALE

The chaplains school is the single most critical experience for the
success of the novice chaplain. The usual student knows nothing about the
mititary and very little about the chaplains ministry. The interview
results show that most chaplains feel that the seminaries failed to
adequately prepare them for the Chaplaincy. The fact is the chaplains
school should have picked up the difference. The women felt isolated on
their first assignments. The school could and should teach the social
skills involved in creating your own support group in social isolated
situations. Chaplains require coping skills along with everyone else.

The approach taken by the research team relating to training was not
to re-invent the wheel. Where existing training policies and programs
seemed appropriate no attempt was made to suggest new ones. The idea was
to make the system more effective by modifying approved programs. The
training system is in place and functional. The modifications recommended
in this section are intended to fine tune this operation. The fact is that
all training (educational) programs should have continuous review and
modification to maintain relevance.

The training system impacts on all other aspects of function including
recruitment and retention. The example set by the chaplains to the
civilian world is partly controllied by their training in the system. The
{nterviews showed that most chaplains do not understand the way the career
system works and/or how to deal with it. This is a lack of training. The
importance of the school to the Chaplaincy is so great that close
observation and review must be a regular concern of the Chief of Chaplains
office.
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The present organizational position of the school makes the school
partly responsible to the chaplains Board and partly to TRADOC. This has
allowed the school to become out of step with field needs and requirements.
The Chiefs office must take more of an advocates role in relation to the
school. The effect on the system is so far reaching.
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TRAINING

Implementation Strategy 2(A): Conduct a needs assessment of the
Chaplaincy training requirements.

STRATEGY

The basic requirement in any training program is to know what to
teach. The process of needs assessment is the means of obtaining that !
goal. The chaplains school has and is doing some needs assessment. The
level is slight due to resource limitations and the coverage inadequate.
The Navy has conducted a task analysis of their chaplains job (Navy
Occupational Task Analysis Program “Chaplain Task Inventory" NODAC 1981).
This task analysis would serve as an excellent starting point for a needs
assessment.

The direction of the training program effects the functioning of the y
whole organization for years after the training interface. The control of ¥
organizational function and change is partly in the training area. The t
managers of the system don't have real control without the training system
access. The conduct of a needs assessment includes setting goals and
priorities for change. the impact of top management on the training system
should start with the goal setting of the needs assessment. The process {
of changing the training system is interactive. The needs assessment
process should be ongoing, a continuing part of the system.

The fact that needs assessment has not been an ongoing part of the

¢ system means that the initial effort is larger and must be comprehensive. '
The overall requirements of training must be determined. The continuing i
system will then serve as fine tuning. The requirement for individual
courses is too important a decision to be given to instructors or in
reaction to current fads in a profession. The operational management must
find a continuing interface with the training system fn a proactive manner.

wogaga e

T e ey g . v




BENEFITS

1.

2.

3.

4.

The needs asssessment will provide relevant direction to the
training program.

The creation of an improved training program will improve field
performance of chaplain.

The retention rate will improve given a training system that is
more responsive to real professional requirements.

The civilian religious community can be effected by the training
within the chaplaincy. The improvement of the system will lead
to improved respect from those outside the military.

CROSS REFERENCES

1.

2.

3.

4.

Recruitment modules - 3(A); 4(A)
Training modules -~ 1; 3
Retention modules - 1; 5

Mobilization module - 2
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TRAINING

Implementation Strategy 2(b): Develop a career planning training
program for implementation during school resident phase of basic chaplain
training.

STRATEGY

The career planning program should be implemented during the school
resident phase of basic chaplain training (Phase II). The purpose is to
appraise professional development needs timely to the chaplains first
assigmment to active duty. The expected result would be specific training
activities tailored to the needs of individual chaplains at the school
where manpower and time resources are appropriately available.

The self-assessment process and center currently required by paragraph
A-18, AR 351-27 for Phase I of the advanced course, could provide the
beginning model for basic chaplains. The need has been shown for career
planning and “filler” training to be an integral part of the basic
development of chaplains along with their regular training. The

recommended process involves use of career planning and goal setting
video-cassette training modules augmented with peer and senior support
groups. The presentations could be done in a seminar format using group
process for individual directions.

The identification of needs in the career planning area will be used
to guide the course development in this area. The use of group process and
self-assessment will provide the new chaplain with tool. *o be carried to
the field for continuation of the process. The "filler" or modular
training presentations will be continued i{n field placements. The creation
of new continuing education modules will notify the field chaplains in a
direct manner of new training directions.

BENEFITS

1. Retention will be improved by better career planning. The most
direct effect will be in the area of job satisfactfion.
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2. The minorities and/or those excluded from “old boy" networks will
be given critical career information in a timely manner.

3. The understanding of the military system by the new chaplain will S
be improved by an understanding of the career system.

4. The chaplain will obtain critical career information without a _
feeling of being judged as materialistic. - 4

CROSS REFERENCES 7]
. N
1. Recruitment modules - 1 . ?

2. Training modules - 1; 2(A); 3; 5

3. Retention modules - 1; 2; 4; §
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TRAINING

Implementation Strategy 2(C): Create a course for chaplains prior to
first field assignment on how to develop a personal support group.

STRATEGY

The interview results showed that many individuals experience a sense
of isolation due to being assigned to installations where there are few
persons with similar interests and/or backgrounds. The differences are due
to varjous social factors such as race, sex, religion, socio-economic
levels, and being home sick to name a few. Women expressed this isolation
from other women chaplains as a major problem. The feeling of being
accepted by ones peers js strongly related to the development of support
groups. -

The teaching of the social skills required to develop a personal
support group will benefit all new chaplains. The process of counseling
troops will be enhanced by the knowledge as it is expected this problem is
of a general nature. The‘recogn1tion that many social skills must be
taught- will aiso be of help to new chaplains. The fact is that many take
for granted that certain social skills are available to everyone and the
fact is that in many cases they must be trained. The development of
personal support groups is a minority social skill that should be made
available to everyone. You never know when you may be a minority.

BENEFITS

1. The ability to cope with social isolation will improve the
effectiveness of chaplains.

2. Retention will improve for women as 2 result of obtaining this
skill.

3. The counseling effectiveness of chaplains having this skill will
be improved.
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4. The supervisory and Post chaplains will hav:z organizations which
run more smoothly.

CROSS REFERENCES
1. Recruitment modules - 4(C)
2. Training modules - 1(C); 2(A); 4 (B)

3. Retention modules - 1; 2; 5
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TRAINING

Implementation Strategy 2(D): Establish as training policy the
teaching of courses on major social issues (i.e. womens issues) at both the
basic and advanced course levels to all students.

A STRATEGY

The interview and questionnaire results both support the concept of
the same training courses for everyone at the school. The addressing of
social issues involving members of a given class directly can be a
beneficial learning experience for everyone if it is handled effectively.
The importance of current social issues requires that one or more courses
at ecah level in the chaplains school be devoted to these subjects
exclusively. The chaplains are going to be involved in dealing with al’
current social issues, controversial or not, in their capacity as ministers
and counselor to the troops.

The institutionalization of the important issues will contribute to
the effective handling of these problems. The fact is that most people do
not want to face these issues. The result is that when a problem occurs
they are not prepared and react rather than act on the situation. The

. supervisory and post chaplain in many cases show this reaction to problems
because they do not have thought out responses ready. The availability of
this type of training could have minimized the problems. The post
assignment practices applied to women are a good example. The results show
disatisfaction with these practices by women much of which could have been
avoided.

BENEFITS

1. The advanced thinking and planning concerning important social
issues will help minimize the impact of occurrance.

2. The discussion of issues of importance will improve the feeling
of professional satisfaction by those involved.
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3.

4.

The professional standing of the school will be improved by the
relevance of the curriculum. '

The addressing of issues which directly impact current members of
the Chaplaincy will give them the feeling of concern and
importance by the system.

CROSS REFERENCES

Recruitment modules - 3(A) & (C); 4(A)

Training modules - 1; 2(A); 3(A);4(A)
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TRAINING

Implementation Strategy 2(E): Create within basic chaplain training,
modules designed to include experiences resulting in the students
developing confidence in their understanding of military culture and
function (how the green mnachine works).

STRATEGY

Research results show that many chaplains in their first few years of
service do not understand the military system. The lack of understanding
results in errors that can be costly to constituency and/or careers. Women
chaplains especially reported difficuity in the fine points of military
culture and function. The women also feel frozen out of the unofficial
systems for dealing with functional problems.

The requirement as outlined in paragraph A-6 of AR 351-27, for
recommissioning chaplains to obtain information which will ease movement
into the military environment and to answer questions concerning life and
customs in the chaplaincy 1s a focus of this strategy. The training system
must be more responsive to needs in this area. The incoming chaplain
candidates should be more involved in military custom.

The basic chaplains course should involve a period of time in Army
basic training not supervised or restricted by senior chaplains. the
school should also develop continuing education modules (multimedia) for
field use by chaplains. The school would benefit from the development of
course(s) that realistically describe the function of the Army system
perhaps as taught by senior enlisted personnel.

BENEFITS
1. The better the understanding of military culture and function by

chaplains the more effectively they will be able to function in
the system.
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2. The acceptance of any chaplain by troops is partly dependent on
their being able to make the system work. It follows that
individuals and/or groups (i.e. women) can reduce their
alienation by functional knowledge of the system.

3. The retention rate of minorities in the chaplaincy will be ‘1
positively effected. ) .

4. The functional utility of new chaplains will be increased.

CROSS REFERENCES
1« Recruitment modules - 1(C) ']
2. Training modules - 2(A); 3(8)

3. Retention modules - 1(8) & (C); 2; § ' =
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TRAINING

Implementation Strategy 2(F): Introduce management training courses at
all levels with concentration in advanced course.

STRATEGY

The results of interviews and other data inputs indicate a requirement
for management skills by chaplains at all levels of function. The military
system as it presently functions demands increasing management function as
the career advances. The increase in management responsibility is an
indication of an advancing career. The general rule has been if an
individual is a good professional then they must be a good manager. This
rule does not work, managers are trained by luck or by plan or they don't
do a good job. The chaplains branch has managers who are not doing a good
job. It also has exellent managers but it is by luck not plan.

The chaplains school is the place to start training chaplains in
management techniques. The basic course should introduce the basics. The
new chaplains will have little initial use for this area of expertise.

The main thrust for the chaplain in the first five years should be in the
form of continuing education as required by the individual. The resources
for this continuing education should come in the form of educatin modules
from the chaplains school and access to military and civilian management
training courses.

The main thrust of management training ;pould be concentrated in the
advanced course. The chaplains taking the advanced course will be assuming
management responsibilities at that point in their careers. It must be
confirmed by a needs assessment as to the proper time to introduce these
subjects, however, it appears the advanced course is the logical time and
place. The personnel who have assumed management responsibility without

training should be offered workshops to improve their skills.




Fear of not being an effective supervisor was reflected as a general ?
concern of the chaplains interviewed. A workshop or series of workshops on N !
supervisory skills would be beneficial. The workshops should include &
assessment and feedback of management style and skill development in the
basic functions of management. The creation of continuing education
modules should have as high a priority as the management skill area. The '
new modules could be tested on individuals past the advanced school -
accomplishing several goals at one time. ;

BENEFITS ‘. '
1
1. The improvement in general level of management skills will _d' ;
promote organizational effectiveness. i
A
' ]
2. The better trained an individual manager is the more likely the
retention in the Chaplaincy. !
3. The better the managers the fewer the problems. The level of
crisis management required at the Chiefs level should be reduced.
4. The officers trained as m&nagers will be able to fill a greater
variety of organizations roles in the Chaplaincy.
{
CROSS REFERENCES ‘
1. Recruitment modules - 4(C); 5 - .
2. Training modules - 1(C); 2(A); 3(B),C,D; 4(8)
3. Retention modules - 1; 3(A); § -
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TRAINING

Implementation Strategy 2(G): Review basic course content with view to
moving materials into continuing education for job relevance.

STRATEGY

This section relates back to the needs assessment recommendation. The
specific approach here is to create a recency in training of special
subjects. The responsibilities such as funds accounting are not assigned
on a fixed basis and training received at the school may be out of date or
forgotten by the time such assignment occurs. The overview of such
subjects should continue at the school, but specific instruction should be
made available in the field at all field locations. What subjects to
include is to be determined by the needs assessment.

The use of continuing education modules is discussed in training
reconmendation module 3. The use of all available media forms is strongly
recommended. The use of video tapes, sound tapes, actual classes and
workshops all must be considered.

BENEFITS

1. The reduction of non essential training at the chaplains school
will create time to implement new courses and expand training
effectiveness. :

2. The students will be more satisfied and responsive to increased
training (course) relevance.

3. The recency effect of the continuing education modules will

improve the effectiveness of chaplains newly assigned
responsibilities.
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CROSS REFERENCE

1. Recruitment modules - 4(A)

2. Training modules - 1(C); 2(A); 3; 4

3. Retention modules - 1(B) & (C)
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TRAINING

Recommendation Module 3: Create a center for continuing professional
education under the direction of the chaplains school.

RATIONALE

The main approach taken was to recommend field training modules which
could be integrated into the continued education/training as contained in
AR 351-27. The modules to be developed on an experience base. The
individual training modules to be discrete (single subject) permitting
mobility and applicability in a variety of settings.

The continuing education/training program was seen as an appropriate
system around which a variety of modules can be designed. It is already an
integral part of the training system and provides a framework for
addressing many of the needs identified in the study. Paragraph A-21 of AR
351-27 states, “continuing education/tratning (CE/T) is considered all
learning activities in which chaplains are engaged either to update their
knowledge/skills for personal growth/enrichment, or to develop new skills
essential to their ministry but for which no SSI/ASI is provided."”

The modular concept is particularly suited to the development of video
cassettes, which can be used in conjunction with groups or as part of an
individual instruction program. The advantages of reinforcement,
flexibility, and standardization are all realized. The use and completion
of certain modules could be associated with the assignment of Additional
Ski11 Indicators thus serving as reward for professional development.

Some of the recommended modules for development are as follows:

Homeletics; Counseling interviews; Parish development; "How the
green machine works" Personal support system development; Male/Female
issues; Career planning: Funds accounting; Supervisory effectiveness;
Organizational goal setting.
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The list given is a start, but will be expanded by the needs
assessment results. The modules listed may be created by chaplains school
personnel and/or by contract with those outside the Chaplaincy. The
concern should be for excellence rather than source.
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TRAINING

Implementation Strategy 3(A): Field training modules utilizing
multimedia presentations should address important social issues such as
male/female issues.

STRATEGY

Male/female issues may conveniently be addressed under the provisions
of Section VI. Continuing Education/Training of Ar 351-27. Provisions are
made under paragraph A-22 for periodic installation workshops and monthly
training conferences to be conducted to address issues updating aspects of
pastoral skills. Paragraph A-22,C,(2), states that periodically D.A.C.H.
will publish a 1ist of scheduled installatin workshops. By using the
currently established regulation as a marketing strategy, some resistance
to the sensitive male/female issue could be reduced. There should be less
of a tendency for members within the system to classify the program as just
another minority program being imposed.

The fact that this continuing education program will address multiple
social issues will help reduce the objection of just another minority
program. The issues to be addressed should be timely and have social
importance. The drug problem as an example is important but the issue of
the snail darter is not of any interest unless you are an environmentalist.
The form of presentation is important. The media selected should meet the
goals of the education to be accomplished. There are some issues that can
best be dealt with in a group interaction while others can be presented to
individuals by video tape. The preassessment of presentation requirements
is critical in the social issue area.

BENEFITS
1. The addressing of social issues in a continuing education system

will allow the relevant updating of field personnel in a cost
effective fashion.
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2.

3.

4.

The continuing development of professional knowledge and skills
promotes job satisfaction and retention.

The social issue area will have great interest in the civilian
community. The continuing education modules will be a possible
interface with the civilian educatfonal and religious communities
thus promoting recruitment.

The ongoing research required to support the development of the
social issue modules will promote the professional development of
chaplain school instructors.

CROSS REFERENCES

1.

2.

3.

4.

Recruitment modules - 3(B); 4
Training modules - 1(C); 2(A); 4(A)
Retention modules - 4; 5

Mobilization modules - 2
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TRAINING

Implementation Strategy 3(B): Career development should use the
continuing education channels.

STRATEGY

The question was asked in the original research request about the
career development plan. The answer is that most chaplains don't know what
it is or how to use it. The communication of policy and procedures is not
very effective and the awareness of changes is even less. the continuing
education system and in particular the modules associated with career
development are a positive line of communication for policy and procedural
items. The channel through this system will be slow so only relatively
stable items should be included.

The lack of career guidance and accurate informatin on career
management available to chaplains should be corrected. The continuing
education system offers a method ard means to improve the information flow.
The understanding of the career system by chaplains will aid them in
understanding of the Army system in general making them more effective as
chaplains. The availability of good information in the career area will
also reduce some centural administrative burdens.

BENEFITS

1. The improvement of career management information will aid
retention.

2. The improvement of the chaplains system knowledge will contribute
ta their effectiveness.

3. The continuing education system will provide administration with
an additinal channel of communication to the field chaplains.
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CROSS REFERENCES
1« Recruitment modules - 1(A)
2. Training modules - 2(A); 4(B)

3. Retention modules - 1; 4; 5

yI1-52

N

’ .
| S -




TRAINING

Implementation Strategy 3(C): Specific assignment skills such as funds
accounting should be available through the continuing education center.

STRATEGY

The approach developed for this recommendation included the reduction
of non essential course work at the chaplains school. The teaching of
information dependant skills that may not be used for considerable time is
generally a waste of resources. The students forget most or all of the
material because they don't use it. The assignments are so far removed
from the class that almost total remediation is required to get the
assigned chaplain up to speed. The presence of such jobs also allows the
hazing of unpopular officers by making the assignment with no instructional
support on the basis that it was covered in school.

The development of training modules to cover these "odd" jobs can
serve several purposes. The introductjon of policy and procedure change
can be reinforced through this channel. The creation or recognition of
specialized jobs can be handled by the training system in an orderly and
effective manner. The chaplain is given the feeling of continued
professional growth and development by the availability of continuing
education. The field administrative time for new assignments can be
significantly reduced. The standardization of the instruction will defer
or eliminate charges of discrimination or difference in training
opportunity.

Care must be taken to coordinate the selection of subjects for these
modules with needs assessments and assignment policies. The modules
estimated to be the most in demand should set highest priority. the
subjects should not be taken out of school courses until the continuing
education module is ready for the field.




e 0

BENEFITS

L T e - gt

1. The recency of the continuing education to the assignment will
improve effectiveness for the student.

2. The availabilty of the educational modules will reduce i
administrative time for new assignments. =

3. The increase in productive class time at the chaplains school
will benefit the Chaplaincy as a whole.

4. The use of standardized materials in preset multimedia formats
will deliver education to the students in a cost effective
manner. ]

CROSS REFERENCES g i
1. Recruitment modules - 4(A) g

2. Training modules - 1; 2(A) & (D)-G; 4(A)

3. Retention modules - 1(B); 4; 58
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TRAINING

Implementation Strategy 3(D): Continuing education modules should have
a range of subject and difficulty for all levels of the Chaplaincy.

STRATEGY

The selling strategy for use of the continuing education modules
should include Additional Skill Indicators being assigned for completion of
groups of them. The implication is that varying levels of subject and
difficulty would have to be available. The second point is that {f there
is material of interest and relevance to more senior personnel they will
use the system. The use of the system by senior personnel will contribute
to less experienced chaplains being interested in the modules. It will
further supply a communication channel to the senior personnel through the

modules.

The broad range of subject and levels of difficulty will help the
development of an interface with civilian educational community. The fact
that the civilian community can be interested in the materials will
increase the interest of those in the system. The program must be used to

have an effect.

BENEFITS

1. The broad range in the modules will contribute to interest in
their use.

2. The senior level personnel will obtain direct benefit from the
system.

3. The range will contribute to creating an interface with
seminaries.
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CROSS REFERENCES

1. Recruitment modules - 4(A)
2. Training modules - 1; 2(A); 4(B)

3. Retention modules - 1(B); 4; 5 T
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TRAINING

Recommendation Module 4: Senior level personnel should have
instruction/workshops developed to meet their needs.

RATIONALE

Results have shown that supervisory and post chaplain play an
important role in the adjustment of new chaplains epecially women. The
pust chaplain is perceived to control the extent to which social issues
(women's issues) are addressed. Post chaplains also control assignment of
duties for chaplains in their command. The continuing education of the
senior people will impact the organization extensively. The nature and
coverage of continuing education directed at senior level personnel must be
carefully considered.

The current supervisory ana post chaplains lack systematic background
in management and organizational subjects. The individual office may have
obtained education in these subject areas, but either not currently or not
in accord with theory and application currently used by the Chaplaincy.
The exception is the officer with a current applicable administrative
education. The importance to the organization of having trained managers
is extreme. The continuing education system should be the heart of this
applied system.

The education of managers. involves on the job training as well as more
formal educational practices. The senior people set the tone and direction
of the post chaplain organization. These are the tndividuals who must be
current on social issues. The senior people must be able to deal with the
organizational climate and function within the chaplains organization and
on the post as a staff officer. The continuing education system can impact
the "QJT" by carefully developed individualized training modules as well as
1mprbve the education of officers as they assume more responsibility.
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TRAINING

Implementation Strategy 4(A): The post chaplains should receive
special instruction/workshops on male/female isues.

STRATEGY

Since the post chaplains are critical to career progress of new
chaplains and some have reacted in “protective" roles toward women
chaplains action {s indicated. The post chaplains have a large degree of
administrative freedom in conducting the chaplains post operations/
administration. The attitudes of these few individuals has far reaching
impact on the operation of the chaplains organization. There is no
continuing education or skill development aimed at this group in a
systematic manner. The important social issues which impact in the
Chaplaincy must be taken directly to this group.

The results of this study could form an initial basis for convening a
special briefing/workshop under the direction of the Chief of Chaplains
office for all post chaplains. The briefing would serve as a means of
orienting the post chaplain on guidelines and policies related to women in
the Chaplaincy. The workshop experience would be used to develop plans and
commitment for continuing awareness of the women's issues. The commitment
at this level will facilitate the process of dealing with the training of
social issues at the post level.

The workshop concept should also be used to develop direction for the
continuing education requirements of the senior personnel. The endorsement
of the target group in the educational process will increase the
effectiveness of the program. The introduction of another minority program
will not be popular. The recognition of the supervisors and administrators
that the benefits will include them is critical.

BENEFITS

1. The obtaining of commitment from the senior people will increase
the probability of success in any changes made.
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2. The improvement of attitudes and administrative practices q
directed at women will improve their retention.

3. The establishment of a process for dealing with important social
issues will improve the Chaplaincy. 3

4. The creation of continuing education programs for senior level
personnel will increase their effectiveness.

CROSS REFERENCES

1. Recruitment modules - 4(A)
2. Training modules - 1; 2(A), D, F; 3

3. Retention modules - 1; 4; 5
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TRAINING

Implementation Strategy 4(B): Supervisory chaplain should participate
in training on the basic functions of planning, organization, directing,
and controlling.

STRATEGY

The results indicate that most senior chaplain lack management
education. The normal assigmment of senior chaplains involves
administration and management responsibilities. The conclusion is drawn
that training is required to close this gap. The initial training in this
area could be combined with social issue training in a workshop. The first
subject areas to be covered would be supervisory skills and management
- style. The ski?” zart of this will become the basis for a continuing
education moduls o Se developed.

The dew2::zpoant of a program of management training and education will
improve tie atiiity and skills of all chaplains as they advance in their
profession. The lack of challenging new material leads to ineffective
officers. The individual who has seen it all needs to be motivated into
new areas. The continuing education system should be integrated into the
promotional system as one of the evaluation factors.

BENEFITS

1. The increased skills and knowledge of senior personnel will
improve organizational function.

2. The challenging of senior people will improve their satisfaction.
3. The overall organizational climate will be improved.

4. The image of the Chaplaincy as a professional organization will
be enhanced.
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CROSS REFERENCES

1.

2.

3.

r—————

Recruitment modules - 4(A) & ()

Training modules - 2(A), (D), (F); 3

Retentin modules - 4
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TRAINING i

Recommendation Module 5: A co-pastorate type of field training should
be considered for new chaplains with no experience prior to entering the
Chaplaincy.

RATIONALE: M

This relates back directly to recruitment recommendation module 1B. - }
The case of inexperienced chaplains would have to be accounted for in the
training system. The expectation of some of the churches being willing and
able to change their endorsement standards is dependent on the Chaplaincy
showing a training system that works for inexperienced chaplains.

The fact is that many minorities (women) vre hard to place in the - i
civilian church systems. These same systems require experience prior to '
endorsement. The “catch 22* can be gotten around {f the churches see a
reasonable compromise. Th Chaplaincy providing the clear ministerial h
training that is necessary. The Chaplaincy has suffered from the lack of -
experience standard on their side of the relationship. There has been
attitude problems created from minority personnel lacking experiencce
making error that are generalized to the group.

The co-pastorate situatfon would allow the new chaplain (now a Lt.) to
learn from experienced senfor personnel without risk to the constituency or
the Chaplaincy. The required compromise on the part of the Chaplaincy ,
would be to make the co-pastorate assignments only within the same |
religion. The cooperation of the churches would be required to make this .
co-pastorate work. The assignment policy would assure the denomination of _
training in accord with their sturcture while allowing the training to S
occur in the military. ;

STRATEGY:

The co-pastorate approach will allow the opportunity for more women to
enter the Chaplaincy. The assignment of midievel chaplains to this
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training duty can be seen as career enhancing (supervisory experience)
while the Chaplaincy improves coverage in the critical troop ministry. The
move may also be seen by some of the churches as the chaplains helping them
solve a problem thus generating some good will. The “on-the-job-training"
i OJT will also faciliate the entry of the new chaplain into the military
‘ system.

BENEFITS:
1.  The method should provide a greater pool of women rccruits.

2. The approach should improve the attitude of some denominations
toward the Chaplaincy.

3. The transition of inexperienced chaplain into the military life :
; will be facilitated by this process. 3

4. The OJT type of training is superior for the training of ¥
professionals at this level. y!

CROSS REFERENCES:
1. Recruitment modules - 1B; 3B; 5 I
; 2. Training modules - 1; 2A-E; 3 %

’é 3. Retention modules -1; 2; §
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RETENTION

Recommendation Module 1: Standardize zssignment/training system at
post level to assure solid base for knowledge of Chaplaincy function.

RATIONALE:

The present assignment system details a chaplain to a post and the post
chaplain assigns the duties or jobs. The system allows the post chaplain
to use the chaplain where they are needed at the time assigned. The post
chaplain is thus able to meet the requirements of the operational command.
The problems come from the greatly different experiences new chaplain
receive through this method and the possibility of assigning duties that
negatively effect careers based on personal bias of the post chaplain.
There is also the problem of not making assignments to chaplains also
effecting their careers and effectiveness as chaplains.

The assigmments especially in the first three years are critical to the
training of new chaplains. The assignment system should be modified to
provide the cross section of assignments and experiences needed to insure
professional development. The order of the assignments and the support
given to be under the control of the post chaplain. The continuing
education system will provide support training for the field assignments on
a modular basis as required. The level of experience prior to military
service should also be considered. The assignment of rank at enlistment
will account for some of this issue.

The level of assigned responsibility should be minimum in the f{rst
assigmments to a new chaplain. The depth of experience fn the ¢ivilian
sector should be considered, but first year chaplain should be provided
close support. The sevefyecho (7€) program {s the correct direction but
should be expanded to include continuing education/training and tracking of
assignmment rotation. The new chaplain should be rotated throuch
assignments at least four times in the first three years. The assignments
should include troop ministry, administrative support, special ministry
(hospital), and a chapel assignmment. The system can increase the
assignments but shculd cover at least the basics.
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RETENTION

Implementation Strategy 1A: Specific rotation and assignment types to
be completed at post within tour of duty.

STRATEGY :

The standardization of assignment and training for new chaplains on
their first assignment will assure the best possible start for all without
regard to special status (i.e. women). The development of training modules
for use at field locations is intergal to this recommendation. The post
chaplain are going to resist any restriction on their authority and this
proposal will be viewed in that light. The system must be sold to the
senior personnel prior to being put into effect. The approach as stated is
logical but as stated is expected to meet resistance. The solution is to
show the.benefits of the approach which help the post chaplain.

The operational unnits will get better trained chaplains and have the
support of senior people through the direct supervision of new chaplains.
The systemizing of assignment and training will remove the possibility of
the post chaplain being seen as unfair or biased toward an individual. The
chaplaincy will be able to make second assignment with more assurance that
the individual chaplain will be prepared. The habit of continuing
education established for the new chaplains will serve them as they develop
professionally. The changes required are mainly administrative at no cost
to the posts or the Chaplaincy.

BENEFITS:

1. The possibility of bias in assignment of duties is reduced by the
standardization. )

2. The new chaplains will receive better training and preparation as
professsionals.
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3. The operational units will be served in a superior manner.

4. The retention of women chaplain will benefit from this approach.
CROSS REFERENCES:

1. Recruitment modules - 1B

2. Training modules ~-208&6G; 3; 4; S

3. Retention modules =~ 2; 5




RETENTION

Implementation Strategy 1B: Specify continuing education modules to be
completed at post during tour of duty.

STRATEGY :

The recommendation in training module 2G intended to make room at the
chaplains school for new courses has the counterpoint here. The material
that was moved into continuing education can be addressed as required
during the first field assignment. The point is that some of the material
must be covered for professional development of the new chaplain. The
system should specify required and optional training materials to be
accomplished during first tour of duty.

The chaplains will have to be allowed time to undertake these
educational materials during their first three years on active duty. The
material developed will also benefit the reserve program. The lengthening
out of the education/training requirement will allow more job experience
relevance to the materials when they are presented. The improvement of
some professional skills is greater after the student perceives the need.
The Chaplaincy will have more satisfied and effective professionals by this
approach.

BENEFITS:

1. The course work can be introduced when it is relevant to the
student thus increasing motivation to learn.

2. The standardization of required continuing education will provide
better career direction to new chaplain. '

3. The moving of course work from the chaplains school to the field
will allow the school to introduce new more relevant courses at
the school.
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4. The individuals who lack knowledge of the system will be allowed
more time to come to an understanding without effecting their ' !
careers. :

PR
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1« Recruitment modules - 1B; 4A '] .

2. Training modules -1C; 2; 3; 4 -

3. Retention modules - 2; 4; 5
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RETENTION

Implementation Strategy 1C: Specify maximum levels of responsibility
that can be assigned during initial tour of duty.

STRATEGY :

The assignment of responsibilities to the new chaplains can be as
negative to their continued career as it can be positive. The degree of
independence and judgement exercised by the chaplain is important. The new
chaplain should receive guidance and counsel in order that these important
social skills are learned in an effective manner. The teaching of skills
in the decision making area has been ignored. The "0JT" environment is the
best place to undertake this type of instruction. The supervisor of the
new chaplain should be explicitly trained to aid in training the new
chaplains in developing decision making skills.

The current method of not controlling the extent of responsibility
assigned has allowed some chaplain to move ahead faster and others to fail
completely. The system is unfair. The culturally advantaged and/or
experienced chaplain is rewarded at the expense of others. The social
skills involved in the exercise of independence of decision making are
important tools of the professional and should be addressed in a direct
manner. The process of sink or swim does in fact discriminate and leave at
a disadvantage the individuals from less enriched environments.

BENEFITS:

1. The system would accomodate individuals of different levels of
professional development in a facilitative manner.

2. The system change would increase the effectiveness of new
chaplains.

3. The retention of women chaplains would be enhanced by this
approach.
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CROSS REFERENCES:
f 1.  Recruitment modules - 38

2. Training modules - 1;

3. Retention modules - 5

2A; 3;

4;

vi-za

4. The senior personnel would improve their professional skills by
their participation.
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RETENTION | |

Recommendation Module 2: Establish training program to teach methods
and means of building support network.

RATIONALE

This recommendation is discussed under training recommendation module
2C. The importance to retention is the reason for restatement here. The
sense of isolation expressed by the women chaplain was a major contributor
to disatisfaction with their present circumstances. The future retention
of these chaplains depends upon their ability to establish social identity .
in the Chaplaincy. The building of a personal support network can reduce
or illuminate the sense of personal jsolation as expressed by most of the
women. The fact is the training would be useful to all chaplains.
Continuing on the approach of not singling out any group this training
should be given to all new chaplains.

The training in this social area should also be made available to
current chaplains via the continying education system. The isolation of
the individual within the system occurs regularly. The training along
these lines will also find great interest among civilian educational
community. The Chaplaincy itself needs to get a support group
established.

BENEFITS
1.  The general retention should improve.
2. The potential is there to use this material to interface with

civilian educational institutions. This interface will help
develop a communtty of interests.

3. The development of course work and programs in the social skills
area will improve the ability of the educational system to
respond to new social requirements.
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CROSS REFERENCES
1. Recruitment modules - 38; 4A
2. Training modules - 1; 2; 3

3. Retention modules - 1; §
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RETENTION

Recommendation Module 3: Review DOPMA for policy changes relative to
retention.

RATIONALE

The change in DOD policies concerning personnel is an opportunity for
the Chaplaincy to modify policies without the usual problems of long
approval cycles. The direction of this research was toward retention of
women. The largest pool of religiously qualified women are older than the
limit placed by the Chaplaincy. The modification of age limit requirements
could significantly increase the number of women qualified to be chaplains.
Research has shown that many women make the career decision to become a
religious professional at an older age than men. The increase of the
number of women in the Chaplaincy will improve the retention of women in
the chaplaincy by reducing their social and professional isolation.

Modification of age standards will also create greater opportunity for
more experienced religious professionals to enter the Chaplaincy. The more
experienced personnel are at entry the more likely they are to remain in
the chaplaincy. The age issue is one which would have to be dealt with in
a careful manner. The extension of the age limit to older applicants must
be combined with physical condition standards. The troop ministry is the
prime assignment and good condition is required to keep up.

The other change to be considered is the continuation of personnel
without promotion. The higher the rank the more the administrative
responsibility. There are individuals who are excellent professionals and
poor managers. These people are an asset of the Chaplaincy that fs lost
either to ineffectiveness in administrative positions or their not being
promoted. A change in policy could conserve this resource.
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RETENTION

Implementation Strategy 3A: Consider non administrative abilities for
retention without promotion.

STRATEGY

The theory that competent professionals are also good managers has
caused problems in all fields for years. The professional education and
experience does not cover management nor does it assess management ability
before an individual enters the profession. The Chaplaincy is no exception
and in some cases it is the victim of the theory outcomes. The fact is
that managers are trained and created not born that way. There are
professionals in the Chaplaincy who serve well but have not the background
and training to be managers. While some remedial and proactive training is
recosmended many intermediate level people will be lost before such
programs can be effective.

The conserving of valuable resources is important. The point is that
some chaplains who are competent professionals but not good managers should
be retained without promotion. The system can use these people. The
retention of these individuals will aliow the system time to train the
required skills. The chaplaincy will conserve trained resources and
recognition of the problem will help prevent the occurrance of the "Peter
Principle” phenomenon. ’

BENEFITS

1. The Chaplaincy will have the services of trained professionals
otherwise lost.

2. The occurﬁ?yce of the ineffective administrator will be reduced.

3. Retention will be improved overall.
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RETENTION

Implementation Strategy 3B: Review policy on age requirements to
enter chaplaincy with view to extending age limits.

STRATEGY

The availability of women for entry into the chaplaincy is in part due
to the size of the potential recruitment pool. The fact is that women on
the average are older when they enter the ministry. An increase in the
upper age limits will increase the size of the recruitment pool for women.
A change of this type will also allow the experienced professionals of both
sexes an opportunity for career change.

The number of persons over the present age limit who would apply is
dependant upon the extent of the change. The change should allow those up
to forty (40) at entry. This would increase the pool and still allow for
twenty years effective service. The fact is that at the end of a military
career all those retained are in administrative (desk) jobs. It is
expected that extending the range of age will benefit the functioning of
the Chaplaincy.

BENEFITS

1« The increase in the size of the recruitment pool for women should
increase the number of women in the Chaplaincy.

2. The retention of those who are older at entry is better.

3. The change should be received by the civilian community as
positive.

CROSS REFERENCES

1. Recruitment modules - 1; 38
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RETENTION

Recommendation Module 4: Establish proficiency pay system to allow
rewarding of professional advancement during long periods required between
promotions.

RATIONALE

The effective management of an organization requires many things among
which are included the control of rewards for productive personnel. The
development of professional expertise, skills, and abilities is part of the
expected productivity of a chaplain. The present system has minimum
rewards for improvement in these areas. The promotions are few and not
timely in the reward sense. The attitude and motivation of most chaplain
is controlled by less direct and therefore less controlled influences.

The attitude and motivation of the individual affects retention and
also day to day performance on the job. The biggest reward the Chaplaincy
gives is promotion and very few of those over a career. The senior people
are even past that regard so how do you motivate them. A system which
allows different rates of pay at each rank. The earning of Additional
Skill Indicators tied to the pay system as a means of promoting
professional development and increasing effectiveness. The ASI should be
setup to encourage those skills most needed by the chaplaincy. The
assignment of ASI will be a means of effecting policy within the Chaplains
Branch.
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RETENTION

Implementation Strategy 4A: Create a career ladder which will allow
the addition of ASI as rewards.

STRATEGY

This recommendation strategy is closely related to Recruitment Module
1A. The creation of an extended career ladder will increase the probiems
in retention unless intermediate steps are created. The development of a
pay structure that responds to professional development is a good potential
solution. The criteria for the assignment of Additional Skill Indicators
will allow the use of these rewards to implement Chaplaincy goals. The
existence of obtainable goals will keep interest and motivation up.

BENEFITS

1. The ASI criteria will serve as a means of implementation fdr
Chaplaincy goals.

2. The retention of all chaplains will benefit from this system.

3. The professional development of tne individual members of the
chaplaincy will be improved.

4. This is a method which will help to motivate senior personnel.
CROSS REFERENCES
1.  Recruitment modules - 1A; 4

2. Training modules - 1B; 3; 48

3. Retention modules - 5
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RETENTION

Implementation Strategy 48: Create career patterns associated with
the assignment of ASI.

STRATEGY

The effect of a motivator in part depends upon it being known. the
recommendation in training module 2B is the means for getting information
to the new chaplain. The training module 38 does the same for field
chaplains. The strategy is to develop groups of training oriented to
increasing professional abilities in areas of shortage in the Chaplaincy.
The acquisition of these skills would result in the assignment of ASI. The
chaplaincy can then reward the development of subspecializations which
benefit the chaplains mission.

The grouping of continuing education/training courses and school
resident courses for subspecialization can be a recryitment inducement as
well as a retention strateqy. The system should also include the special
advanced education obtained from civilian schools. The specific career
patterns selected are most appropriately based upon the needs assessment
called for in training module 2A.

BENEFITS

1. The use of augmented pay wiil serve as both recruitment and
retention inducements. '

2. The development of career patterns will support the policy
direction for application of professional chaplain resources.

3. The early knowledge of career patterns will serve as a motivator
for improving professional abilities.
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CROSS REFERENCES

1. Recruitment modules - 1A

2. Training modules - 18; 2A, B, 0, G; 3; 48

3. Retention modules - 1; 5
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RETENTION

Implementation Strategy 4C: The principal resource for development of
ASI should be the continuing education system.

STRATEGY

This recommendation refers back to training module 3 concerning the
explanation of the role of continuing education. The means by which the
additional skills are obtained should be within the Army system and the
best available resource is the continuing education system. The linking of
ASI to the continuing education courses will increase the stature of the
courses and promote interest in taking them. The availability of the
courses will improve motivation to take the courses and contribute to
increased job satisfaction.

The control of incentives is a prime means of directing the efforts of
the individuals within the Chaplaincy. The use of an existing Army system
will allow the smooth transition to the new approach. The introduction of
ASI as motivators will have to be carried out slowly. The creation of pay
differences considered on each new ASI as it is established. The result
may be groups of ASI in order to qualify for pay changes or only some with
pay changes attached. The consideration must be extended to all levels of
professionals within the Chaplaincy.

BENEFITS
1. The introduction of incentives will improve overall retention.

2. The control of pay related incentives will allow management to
direct the efforts of the field chaplain in an effective manner.

3. The continuing education system will have broader acceptance by
field personnel.
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CROSS REFERENCES

1. Recruitment modules - 4A
2. Training modules - 18; 2A, b, D-F; 3; 4B

3. Retention modules - 18; 2; 58
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RETENTION

Recommendation Module 5: Review assignment and training policies to
insure women not singled out without justification.

RATIONALE

The fact that a single group is identified in any manner tends to make
it more difficult for them to become a member of the larger group. The
results of this study indicate that women wish to avoid being singled out
for special programs. The problem is increased if there is an easily
identified characteristic such as race or sex associated with the group
being treated in a special manner. The Chaplaincy has already instituted
assignment guidelines that treat women in a special manner. The suggestion
has been made for special training for women. None of these programs
should be in effect.

The more that groups such as women, Blacks, Asians, etc. can be
treated without special programs the better the acceptance in the existing
social environment. The fact is that many individuals entering the
Chaplaincy would benefit from special training (see training recommendation
modules 2A-G). The requisites for any assignment or job should not focus
on any characteristic not relevant to the job. While this sounds great in
theory, there are some legal restrictions on assigning women. The existing
restrictions must be recognized but no further barriers put up.
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RETENTION

Implementation Strategy 5A: Establish a policy of equal assignment as
far as possible.

STRATEGY

The assignment of women is not done on the same basis as men. The
women are assigned to posts which do not have other women chaplaiéé)n an
effort to give as broad a coverage as possible. The problem is that the
women have lost the opportunity to work together and/or support each other
socially. The special assignment is noticed and rumor of other special
considerations are supported. The women on the other hand feel they miss
opportunities for assignments which would help their careers. The only
solution is to avoid special assignment wherever and whenever possible.
The policy of denominational balance at the post level should also be t
reviewed. The denominational balance could be given greater flexibility in
assignment decisions.

BENEFITS

1. The less a group is singled out the better the chance of social
acceptance. }

2. The special treatment of any group tends to create hostility
toward that group. The minimization of special programs and/or
assignments will improve organizational climate. i

3. The administrative burden is less if no special considerations t
need to be made in assignments.

4. The system is in better compliance with EEQ0 guidelines if no
special assignments are made.
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CROSS REFERENCES
1. Recruitient modules - 1A
2. Training modules -1

3. Retention modules - 1; 2
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RETENTION

Implementation Strategy 58: Establish total policy of equal training
without exception.

STRATEGY

The implementation of recruitment recommendation module 1B will

eliminate any basis for special or exceptional training being offered to a
special group. A policy of equal training requirement will help to reduce
the isolation of groups 1ike women who are usually singled out. The

i Chaplaincy will have better trained and more versatile officers by
implementing this policy. The strategy here is to emphasize cost
effectiveness and the conforming to EEQ guidelines.

BENEFITS

1.

2.

3.

The training system will be able to operate in a more cost
effective manner.

The recommended policy is in more accord with the spirit of EEQ
guidelines than current practices.

No one group will be seen as receiving special treatment thus
improving retention.

CROSS REFERENCES

1.

2.

3.

Recruitment modules - 18
Training modules - 1; 2A; 3; S

Retention modules - 1
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RETENTION

Implementation Strategy 5C: Establish that equal qualifications are
required of all chaplains.

STRATEGY

This refers back to recruitment recommendation module 18. The
Chaplaincy must set experience standards for entering chaplains. The use
of a lower rank at enlistment and additional training requirements is the
best policy. The fact is that some inexperienced chaplains who happen to
belong to an identified special group have created a negative condition for
any of that group that follows. The problem was failing to recognize the
importance of prior non academic experience for chaplains. The situations
could have been taken care of in a training system and field supervision
policy. The retention of persons who experience failure is also poor as
would be expected. The development of success situations and conditions is
the responsibility of management.

BENEFITS

1. The retention of those needing training and/or experience will
improve as the Chaplaincy responds to their needs.

2. The constituency will receive better service from a Chaplaincy
that is better trained.

~ 3. The endorsing bodies will be able to respond to the opening in
the Chaplains Branch in a more complete manner.

CROSS REFERENCES
1. Racruitmen’ modules - 18; 38
2. Training modules - 2; 3

3. Retentfon modules - 1; 2; 4
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MOBILIZATION i

Recommendation Module 1: Change the enlistment contract to contain a
disclaimer for the possibility of legal change in policy toward women in
combat.

RATIONALE

The mobilization issue as it relates to women is largely a political
legal question. The research effort has shown that not being able to serve
in all areas is upsetting to women. The answer to this question is not
within the scope of this effort. The best that can be offered is
suggestions to help preparations for possible changes when and if they :
occur.

The ability of women to serve in combat is as stated a political
issue. The impact on women in the military if this were to change would be Iy
difficult to predict. The fact is that most Iikely there would be a i
challenge to the enlistment contract were this change to be made. It seems Y
that this could be dealt with in advance by legal means. Research has .
shown that most women do not want to go into combat but resent not having a
choice. The other side of that is most men think women would negatively
affect combat performance. The answer will not be simple no matter what
the decision.
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MOBILIZATION K

Implementation Strategy 1A: Draft a disclaimer with legal assistance.

STRATEGY ‘, !

The enlistment contract should be changed so that it is in effect even
if the policy toward women were to change. The possibility is open for
both men and women to use this change to leave the service at a time of
real need. The wording and nature of this change should be done with the
assistance of legal council.

—d

o

Implementation strategy 18: Review policy changes with Army legal -
staff.

STRATEGY | ’
The recommendations in this area of legal factors can only be 1 4

undertaken with the consultation of the Army legal staff. The proposed - %
disclaimer seems reasonable but expert legal opinion must be obtained. . ¢




MOBILIZATION

Recommendation Module 2: Establish a fact finding survey policy to be
implemented every two years to obtain attitudes towards issues such as
mobilization.

RATIONALE

The issue of mobilization is two-fold. Would chaplains who have left
the service come back in times of national emergency and would current
policy toward women in combat create an inability for the Chaplaincy to
serve combat units as the number of women increases in the Chaplains
Branch? These questions are dynamic and must be asked in a timely manner.
There are other questions which the management of the Chaplains Branch
needs answered in an ongoing manner. The need is therefore indicated for
an information system that functions on a regular basis.
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MOBILIZATION

Implementation Strategy 2A: Mail survey all chaplains to be obtained
by the Chief of Chaplains Office every two years.

STRATEGY

The need for a method and means of obtaining attitude information is
established. The mail survey as long as it is short and required will
satisfy the requirement. The regular collection of attitude information
will facilitate advanced planning by the management.

Implementation Strategy 2B: Proposed survey should be limited to
thirty questions for ease of processing and analysis.

STRATEGY

The strategy here is obvious if no 1imit is put on the survey it will
continue to grow in size and complexity. It is the nature of this type of
thing to increase. The importance here is timely information on important
{ssues. It therefore follows that the size must be limited.
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APPENDIX A

QUESTIONNAIRE RESULTS

This appendix contains the graphs of differences found to be
significant (.01) on anaylsis of variance. The important differences
are discussed in the results section in detail. This appendix is
supporting data and documentation. The data is organized and reported
by question. This section therefore contains a complete listing of the
questionnaire.




1. The chaplaincy meets my religious needs.
mean = 5.21 sd= 1.5 n= 160
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Difference reported by job category.
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2. Women should be assigned combat duty.
mean = 3.34 sd = 2.18 n = 161

There was general disagreement with this question and no
differences detected.

3. Only men have the temperament necessary to be good Army
officers.

mean = 2.40 sd = 1.81 n = 161

Difference reported by sex of respondent.
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4.

I would only go to a chaplain of my own faith.
mean = 2.99 sd=1.96 n =161

Differences by the following:

Job category

Sex of respondent.
Age of respondent

A-6




G, AGREE
54 ......................................................
T TGy NEUTRAL
3-:-.“['”1” ............. I '.... STF':IFF ............
NS — -
LI HHﬂ ...... [
o LA, L, [

1 2 3 4

QUESTION 4 BY JOB CRTEGORY

................................................. 1 ACREE
""""" Hgtg'“““'“”'““'“““'““'“NEUTRQL
........ 1L P
........ l““lnnuﬁEnﬁ&?””””“.““DISQGREE
........ |||“|........HIIlIl|l...................‘
111 1
1 2

QUESTION 4 BY SEX OF RESFONDENT

A-7




28 25 38 35 48 >40
QUESTION 4 BY AGE OF RESPOMDEMT

t

— L g
. - -
i

| SR
-




5. Chaplains should have only duties of a religious nature.

mean = 4.08 sd = 2.14 n = 160

2o

Difference reported by sex of respondent.
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I believe promotion practices are the same for men and women in
the Chaplaincy.

mean = 4.75 sd = 1.63 n = 156
Difference reported by job category.
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PPl

1.

To be a good chaplain, it is necessary to understand the
military way of life.

mean = 5.99 sd = 1.54 n = 161
pifferences by the following:

Years of Army service
Age of respondent
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8.
(
]
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1
i

1 believe qualified women should be supervisory chaplains.
mean = 5.32 sd = 1.83 ns= 1.61
Differences by the following:

Job category
Age of the respondent
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9.

The Chaplaincy meets my counseling needs.
mean = 5.25 sd = 1.44 n= 159
Difference was detected by job category.
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10. Women are adequately trained by the Army for the Chaplaincy.
mean = 4.15 sd = 1.54 n = 159

Difference was noted by job category.
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1.

Women are effective supervisors.
mean = 4.85 sd = 1.60 n = 159
Differences are as follows:

Job category
Sex of respondent
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12.

13.

The Army recognizes the importance of the chaplain's role.
mean = 5.29 sd = 1.45 n = 161

This question was generally endorsed and no differences were
noted.

Chaplains have too many non-religious duties.
mean = 3.64 sd=1.61 n =160

Difference by job category was detected.
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14.

15.

16.

Existing recruitment practices are agequate for the Chaplaincy.

mean = 3.80 sd = 1.45 n = 157

This statement was generally disagreed with but no differences
were detected.

I would go to a chaplain for counseling on a personal problem.
mean = 5.76 sd = 1.28 n = 161

This was generally agreed with and no significant differences
were noted.

Chaplains should be assigned to units which will be in combat.
mean = 5.66 sd = 1.5 n = 160

Differences are as follows:

Job categories

Years of Army service
Age of respondent
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17. Chaplains serve as role models fn the Army.

mean = 5..,03 sd = 1.56 n = 158
Differences are as follows:
Job category

Person has been associated with a woman chaplain.
Age of respondent
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h 18. 1 feel that denominational balance is a worthwhile goal.
mean = 5.40 sd = 1.51 n = 160

Detected difference by job category.

P,

'.‘”"’I_‘

gy v -

U TR ey ) e 5 A VY T gyt 3

{ : A-31

+ ————




FT-ROMIN

5 " ...... ﬁl"PRLHIH ....................... ACREE
st -
‘1,.1...H ...... i CONSTITHENEY . NEUTRAL
e B O 11111 | SRR || R ||
L
-"”ﬁ e ' """"""""" OISAGREE
1....* .................................

1 2 3 4

QUESTION 128 BY JOB CATEGORY

A-32




19. Trained lay people could perform the non-religious duties of
the chaplain.

mean 4.51 sd = 1.81 n = 160
Differences reported as follows:

Job categories

Respondent reports having seen a chaplain

Years of Army service
Age of respondent
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20. 'Assi gnment practices are the same for men and women in the
Chaplaincy.

mean = 4.13 sd = 1.67 n = 160

e

ek

The fallowing differences were detected: -

Race of respondent :
Age of respondent
Religion of respondent
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2l.

I would go to a woman chaplain for counseling on a personal
problem.

mean 4.82 sd = 1.93 n = 161

Differences detected among chaplains by sex.
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2.

Women chaplains receive special consideration in training.
mean = 3.88 sd = 1.64 n =160

Differences by sex of respondent overall and among chaplains.
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23. 1 understand the role of the chaplain in the Army.
mean = 5.57 sd = 1.34 n = 161 -

Difference by years of Army service.
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24. Vome: are effective as supervisors in the Army.

mean = 4.99 sd = 1.61 n = 160 -
Detected differences as follows:

Job categories \
Sa2x of respondents '
Ationg chapiains by sex
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25.

Men and women are equally effective counselors.
mean = 5.41 sd = 1.55 n =160

Differences are as follows:

Job category

Sex of respondent
Chaplain by sex
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6.

2.

I believe Army recruitment materials are effective in
recruiting chaplains.

mean = 4.14 sd = 1.37 n = 159

The average was neutral and no differences were detected.
Everyone knows what the chaplain's duties are.

mean = 2,81 sd = 1.64 n =161

Differences as follows:

Job category

Years of Army service
Age of respondent
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28.

29.

Women chaplains should be assigned to units which will be in
combat.

mean = 3.61 sd = 2.11 n = 161

The average response disagreed. No differences were detected.
Women should be chaplains.

mean = 5.18 sd = 1.85 n = 160

Differences were detected by job category.
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30.

31,

It is important to have as many denominattons as possible
represented at every installation.

mean = 5.44 sd = 1.48

There was general agreement but no detected differences.

Women can understand the Army way of life.

mean = 5040 sd = 1058
Differences as follows:

Job category
Sex of respondent

Person reports having seen a women chaplain

Chaplains by sex
Age of respondent

n = 160

n s 160
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32. Women chaplains receive special consideration in training.

mean = 3.99 sd = 1.5 n = 159

Responses were generally neutral and no differences reported.
33. Men and women chaplains are respected equaily.

mean = 4.24 sd = 1.88 n = 1600

Detected differences are:

Job category
Age of respondent
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34.

35.

36.

37.

Men chaplains receive special consideration in training.
mean = 3.82 sd = 1.55 n = 160

The average was on the disagreement side and no differences
detected.

Men and women chaplains are assigned the same duties.
mean = 4,52 sd = 1.65 n = 161

The mean on this question was slightly above neutral. No
differences were noted.

In the Army, most men prefer to have a male supervisor.
mean = 5.68 sd = 1.36 n = 160

There is general agreement with this statement. Differences
were not detected.

I would go to a woman chaplain for spiritual guidance.
mean = 4,97 sd = 1.76 n = 160

Difference by sex of chaplain respondent.
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38.

[ feel the Army should recruit more women as chaplains.
mean = 4.82 sd =1.82 n = 159

Difference by sex of chaplain.

A-83




CHAPLAIHN OHLY

’ F?HQEE 1

% CERRERREEEEREEEREEERE HHEHHHE <o HLREEE

1 R MELE «ovnee L

-2 SR (i REREREE (it SR CEEREPPPTERPRERS NEUTR&L - ]

SN 11111 S L . ] j

B Hh | SRR il ERCERRRRCRRRRRRE DISAGREE N !

14000 V11| S ) . |

Ll zf
! 2 S

GQUESTION 38 BY SEX OF RESPOMODENT ; !

A-64




|
|

39. Men make better supervisors than women do.
mean = 3.50 sd = 1.88 n = 159

3 Detected differences as follows:

| Job categories

Sex of respondents
Chaplains by sex
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40.

Assigning women chaplains to a combat unit
effect combat readiness.

mean *= 3.99 sd = 1.93 n = 160

Differences as follows:

Sex of respondent
Chaplains by sex
Region considered home

would negatively
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41.

42.

43.

Chaplains are accepted as part of the Army team.
mean = 5051 sd = 1025 n = 160

The endorsement of this statement was general. No differencas
were noted.

Nondenominational religious services would fulfill my religious
needs.

mean = 4.09 sd = 1.84 n = 159

There is a difference on this statement by religion. The
difference was not graphed. The general reaction was neutral.

Women make better chaplains then men do.
mean = 2.97 sd = 1.44 n = 158

There is a difference by job category.
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4.

Men chaplains receive special consideration in assignments.
mean = 3.55 sd = 1.42 n = 158

This statement was disagreed with and no differences were
detected.

The role of the chaplain is divided between religious and
non-religious duties.

mean = 4,74 sd = 1.52 n =159

The responses were a little above neutral. No difference was
noted.

Training in the chaplaincy could be improved. 3
mean « 5.31 sd = 1.30 n = 159
Differences as follows: :
gg:pgzzgg:rieported having seen a women chaplain

Captains versus all other groups . i
Respondent reports having associated with a woman chaplain

A bt b

A~73




T
CHRFLAIN
e O I I T P AN ES
5 STHEE RLRLE
3 011 | PP T
L1 ! !
gt e Luh#WITUﬁHfY ------- MEUTRAL
2 S SRR 11 R f | SERRRRE, | EERRRR [OISAGREE
1J... ................................
B } & %
1 g 3 4
RUESTIOM d4& BY JOB CATEGORY
T
6-5 -------- 'TIES -------------------------- HGREE
5". 11 N hm ......................
4J ........ HRMHEUL co00o e ) S SR AR R R L HEUTRQL
3... HHUNRE o000 e MMNER s o v v v vttt
<J SEREE JHHREE e HHREERE «coeee e DISAGREE
Jobeeienn HHEIL . I o
a ] ]
1 2
QUESTION 446 BREAKDOWM BY AMSMHER Ta
"1 HRUE SEEHN A thﬁﬂ LHRPLAIP‘“




-----------------------------------------

ST TN RN

ol HELTRAL

NI Y

B SERPFRE 11| RERPRR | FEVERPEPPRPROSRE [ SAGREE

R 4 ! !
1 &
e

BUESTION 48 BREEREDCOWH BY C/F
VERSE aLL QTHER GROUPE IH

R SERRERE WG AL REE

R SRPPRRNN | EERRERY i SRRPPRPPTRPRRERS HEUTRAL

ol SERPRE i SRR i SRPRPIPSPPRNSE [SAGREE

o
—
f oy

L b e
1

GUESTION o4& BREAKOCOWN BY RHSMER TQ.
"1 HRWE BEEN ASSOCIATED HITH Mo NORR N
CHRPLATIHY

A-75




47. Only a chaplain can provide personal counseling.
mean = 2.51 sd = 1.63 n = 158

Differences as listed:

Job category
Reported having seen a women chaplain !
Years of Army service : -
Age of respondent :
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49.

50.

Women receive special consideration in the Army.
mean = 3.08 sd = 1.95 n =157

There was general disagreement with this statement. No
differences detected.

Denominational balance is necessary to fulfill the role of the
chaplaincy.

mean = 4,98 sd = 1.52 n = 158

The respondents agreed with this statement. No differences
noted.

Chaplains are an important part of the Army team.
mean = 6.16 sd = 0.99 n = 160

Job category differences detected.
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51. Women make better supervisors than men do.

mean = 3.00 sd=1.51 n =159

o e i AT T TG AT J

This statement was disagreed with and no differences detected.

2. In the Army, most soldiers prefer to visit a male chaplain.
mean = 4.57 sd = 1.63 n = 159

. Difference by chaplains by sex.
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53. Chaplains deserve special consideration in the Army. :
| mean = 3.88 sd = 1.89 n =158 3
Differences as follows: |

: Job category
Age of respondent

st
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54.

55.

Only a trained chaplain can provide religious instruction and
spiritual guidance.

mean = 4,22 sd = 1.87 n = 159

The general response was neutral. No difference was detected.
Men make better chaplains than women do.

mean = 3.48 sd = 1.64 n = 159

The differences were as follows:

Sex of respondent

Captains versus all other groups
Chaplains by sex
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86. I would attend nondenominational religious services.
mean = 4.67 sd = 1.73 n s 159 _
Differencs are:
Job category

Captains versus all other groups
Age of respondent

Region considered home -
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57.

58.

20 40 ot " a4 . A A A A P~ e 1+~

The chaplains role is entirely religious oriented.
mean = 3.38 sd = 1.79 n = 160

There was general disagreement with this statement. No noted
differences.

This marks the end of the questions given to everyone. The
constituency was not asked to respond further. The chaplain
staff, chaplain, and administrative chaplain answered through

question 1l4.

1 believe Equal Employment Opportunity (EEQ) goals are
necessary to the Chaplaincy.

mean = 5.41 sd = 1.7 n =69
The following differences were detected:

Sex of respondent
Religion (not graphed)
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59.

e T 45

All in all, I am satisfied with my job.
mean = 5.90 sd = 1.38 n =68

Difference by job category.
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60. Supervisory chaplains require specialized training.

mean = 5.83 sd =1.22 n =69

This statement was agreed with generally. No noted

differences.
6l. Army life is what I expected it to be. S
* mean = 5.33 sd=1.60 n =69

Difference by age of respondent.
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62. My immediate supervisor treats me fairly.

mean = 5.78 sd = 1.37 n =~ 69

Difference by sex of respondent.
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63.

64.

Factors effecting retention are recognized as important by the
Army.

mean = 5.04 sd = 1.64 n = 68

The agreement was general on this statement.
differences.

Chaplaincy promotion practices are fair.
mean = 4.44 sd = 1.59 n =69
Differences as follows:

Sex of respondent
Age of respondent
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65. Organizational effectiveness training is beneficial to the
Chaplaincy.

mean = 5.41 sd = l.13 n =69

There was general agreement on this statement. No detected
differences.

66. Career counseling is readily available to me.
{ mean = 4.90 sd = 1.44 n = 69

The responses were slightly above neutral. No differences.
67. Army recruitment methods are effective in recruiting women.

mean = 4.06 sd = 1.46 n = 69

o bl ot - aen s el

The average response was neutral. No difference noted.

68. ODenominational balance should be a consideration in assignment

decisions.
mean = 5,32 sd=1.44 n =69 i
This was generally agreed to by the respondents. Differences %

were not detected.

69. I feel I am a part of the Army team. %

mean = 6.06 sd = 1.03 n =~ 69

Difference by age of respondent. b
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70.

1.

12.

73.

74.

Opportunity for advancement is an important consideration in my
career.

mean = 5,87 sd=1.36 n =69
Strong agreement with this statement. No differences.

Training required to prepare men and women for the Chaplaincy
is the same.

mean = 4,97 sd = 1.67 n = 69

The agreement was general on this one. No differences.

I would return to the military if a mobilization call was made.
mean = 5.56 sd = 1.42 n = 63

There was general agreement with this statement. No
differences.

Chaplaincy assignment policies are fair.
mean = 4,94 sd=1.38 n =69

The response was slightly above neutral. No differences
detected.

Training opportunities are readily available to me.
mean = 4,96 sd = 1,59 n =69

Difference by age of respondent.
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75. 1 have alternative career paths available to me.

mean = 5.27 sd = 1.51 n = 67

Difference by job category.
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76. 1 would be willing to recruit for the Army.
mean = 5.38 sd = 1.68 n = 68
General agreement with this statement. No differences.

77. 1 approve of the policy excluding women from combat.

mean = 4.47 sd = 2.07 n = 69
The response was neutral. No differences noted.
78. 1 believe Equal Employment Opportunity goals are fair.
mean = 4.81 sd = 1.57 n =69
Response tended toward agreement. No noted differences.
79. 1 am an important part of the Chaplaincy.
mean = 5.97 sd = 1.35 n =69

[RUUY ST R

Strong agreement with this statement. No differences. 1

80. [ believe that being an Army chaplain is a rewarding career for
a religious professional.

s smal

mean = 6.35 sd = 0.74 n = 69

- -

Strong agreement with this statement. No differences.

8l. The role of the supervisory chaplain is more administrative
than religious.

mean = 4,41 sd = .85 n = 69

The response was neutral. No differences.

82. The Army creates a positive professional environment in the
Chaplaincy.

mean = 4.93 sd = 1.60 n=69

Difference by age of respondent.
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N - 83.

v »

I am satisfied with my role in the Army.
mean = 5.7 sd=1.39 n=69

Difference by age of respondent.
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{_ . 84. Promotion policies in the Chaplaincy need to be changed.
mean » 4.32 sd = 1.54 n =69

Difference by age of respondent. if
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85.

86.

87.

Training oppdrtunities are available to women seeking to become
supervisory chaplains.

mean = 4.69 sd = 1.18 n = 69
Response was neutral to this statement. No differences.

The Professional Development Plan is helpful in pursuing career
goals.

mean = 4,90 sd = 1.06 n = 69
The response was slightly above neutral. No differences. \
Army recruitment materials could be improved. :
mean = 5.59 sd = 1.08 n = 69

General agreement to this statement. No differences detected.

Denominational balance should be a consideration in promotion
decistons.

mean = 3,67 sd = 1.96 n = 69

Difference by race of respondent.

A-113
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89.

My job is personally satisfying.
mean = 6.21 sd = 0..86 n = 69
Difference by job category.

A-115




-y

5--.!-

44....

(]

N

Cp-ROM I

f

CHAFLATH
HELA

---------------------------------

--------------------------- MNEUTREAL

lllllllllllllllllllllllllllllllll

------------------------- DISAGREE

iy ]

QUESTIOW 23 BY JOB CATEGORY.

A-116

"




90. I am fulfilling my expected role as a religious professional.

mean = 5.96 sd = 1.24 n = §9
Differences as follows:

Job category
Age of respondent
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- 9.

9z.

s -

4
!

The Chaplaincy can achieve Equal Employment Opportunity goals
within the existing organizational and policy framework.

mean = 4,91 sd = 1.44 n =69

The response was slightly above neutral. No differences noted.
The Chaplaincy recognizes and rewards superior performance.
mean = 4.59 sd = 1.67 n =69

Differences as follows:

Job category
Age of respondent
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93.

9.

Assignments within the Chaplaincy are made without regard to
sexe.

mean = 3.72 sd=1.52 n = 68

Respondents generally disagree with this statement. No
differences noted.

Promotion practices within the Chaplaincy are consistent with
expressed policies.

mean = 4.64 sd = 1.35 n =69
The response is neutral. No differences.

The Army encourages me to improve my job skills through
training.

mean = 5.46 sd = 1.30 n =69

Difference by age of respondent.
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é ! ' 96. [ have opportunities for advancement within the Chaplaincy. ?

?1 mean = 5.30 sd = 1.56 n =69 ]

it There is general agreement with the statement. No differences.

97. Chaplains should be recruited directly from the seminaries.
mean = 3.83 sd = 2.01 n= 69

The respondents disagree with this statement. No differences
noted.

98. The policy of denominational balance needs to be changed.
mean = 3.54 sd=1.50 n =69

Oifferences as follows:

Job category .
Sex of respondent e,
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99. [ have alternative career opportunities in the Army.
mean = 3054 sd = 1.91 ns= 67

Respondents disagreed with this statement. No differences.

100. Promotion procedures need to be changed. i
mean = 4.44 sd = 1.69 n = 69 ;
Difference by job category.
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101. Women chaplains receive special consideration in promotions.

mean = 3,32 sd=1.42 n =69

BRI el W~ A

General disagreement on this one. MNo differences detected.
102. Men chaplains receive special consideration in promotions.

mean = 3.28 sd = 1.39 n =69

General disagreement on this statement. No differences.

103. I would recommend the chaplaincy to other religious
professionals. .

mean = 5.67 sd=1.42 n = 69

Differences as follows:

Job category
Age of respondent
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104.

105.

106.

107.

108.

Recruitment practices could be made more effective.

mean = 5.67 sd = 1.13 n = 69

There was general agreement on this statement. No differences.
I have alternative career paths within the Chaplaincy.

mean = 4.60 sd = 1.72 n = 67

The response was slightly above neutral. No differences.
Assignment procedures need to be changed.

mean = 4.44 sd = 1.32 n = 69

Neutral response to this statement. No differences detected.

Promotions within the Chaplaincy are made without regard to
seX.

mean = 4.19 sd = 1.52 n = 69
Neutral response to this statement. No differences.

The Chaplaincy should make organizational changes to further
Equal Employment Opportunity goals.

mean = 4,17 sd = 1.58 n = 69
Differences as follows:

Sex of respondent
Race of respondent
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109. I contribute to the Army team.
mean = 6.35 sd = 0,64 n = 69
Difference by job category.
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110. I feel my job is professionally rewarding.
mean = 6.16 sd = 11.18 n = 63

Differences are:

Job category
Age of respondent
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. 111. Assignment policies need to be changed. ‘
mean = 4.38 sd= 1.42 n = 69 &

Neutral response to this statement. No detected differences. f
112. The professional Development Plan should be revised.

mean = 4,30 sd= 1.33 n = 69

Differences as follows:

Job category @
Age of respondent i
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"_ 113. I intend to stay in the Army as a career.
mean = 5.40 sd = 1.84 n = 68

Differences are as follows:

e A e T AR T

Sex of respondent
Years of Army service .
Age of respondent ¥
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114.

115.

116.

117.

118.

I believe assignment practices within the Chaplaincy are fair.
mean = 4.62 sd = 1.48 n=69

The response was only slightly above neutral. No differences
detected.

Chaplaincy promotion policies are fair.

mean = 4.49 sd=1.51 n=69

The response was neutral to this statement. No differences.
This ends the questions the chaplains' staff were requested to
answer. The remaining questions were answered by only
chaplains including supervisors.

1 can better fulfill my career goals outside the Army.

mean = 3.21 sd = 1.62 n =48

There was general disagreement with this question. No
differences.

I was recruited by the Army.

mean = 2.77 sd = 2.02 n =48

Strong disagreement to this statement. No differences.
1 am adequately trained to be a chapiain.

mean = 5.92 sd = 1.35 n =49

Differences as follows:

Years of Army service.
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119. My religion is the most important thing in my life.
mean = 6.18 sd = 0.95 n = 49
Strong agreement with this statement. No differences. -~
120. Being a chaplain is what I expected. .
mean = 5.80 sd = 1.32 n =49 -

Difference by age of respondent.
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121.

122.

1 sought out the Army to explore opportunities in the
Chaplaincy.

mean s 5006 sd = 2002 ns 48

This statement is generally agreed with by respondents. No
differences.

To become a good chaplain requires specialized training in
addition to religious training.

mean = 5.80 sd = 1.41 n=49

Difference by race of respondent.
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123. From a professional viewpoint, being a chaplain is very
different from serving my religion outside the military.

mean = 4084 sd = 1-98 n =49
Difference by job category.
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124. 1 am fulfilling my expected role as 2 chaplain.
mean = 6.33 sd = 0.66 n =49

Difference by years of Army service.




------------------------------------------------------

?¥~55q~57 ----- SARRRARRRE SRRRRRLARE e NTSEGREE ¥
' jf ----- e e e et g
1 & 5 ‘|

BY YERREZ OF sREMY SERMICE

et

A-149




125. The Army needs me.
mean = 6.29 sd = .094 n = 49

The respondents strongly agreed with this statement.
significant differences were detected.

The questionnaire {s concluded.
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CORRELATION MATRIX FOR INTERCORRELATION
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QUESTIONAIRE

Canyon Research Group, Inc. has been contracted by the U. S. Army to
conduct a study on "Recruitment, Retention, Mobilization, and Training of 4
the Woman Chaplain.” Results from this study will be used to develop - 3
programs to maximuze effectiveness of policies, procedures, and practices
within the Chaplaincy.

To realistically assess in what areas improvement is needed, it is
important to examine current practices from 411 perspectives. This survey
{s being given to several groups. Informatic.. provided is confidential
and will be reported in group statistics only. The "ldentifying Informa-
tion" you provide will enable the researchers to examine differences and
similarities among groups.

Thank you for taking the time to assist in this project.

JODENTIFYING INFORMATION |
Title of Current Assignment
Primary MOS Rank
Pay Grade Years in Army_____ Years in Current Assignment

(Check One) .
D Male D Female D Regular D Reserve

Age Group: (Check One) ;
. Under 20 yrs. D26-30 Yrs D36-40 Yrs

DZO-ZS Yrs D 31-35 Yrs DOver 40 Yrs

Ethnicity (Optional) [Information on ethnic background is voluntary and
will be used only for statistical analysis] .

(Check One) Dm ack -th'lte D Hispanic DAsian Dmn’:aﬂ Other

: Religious Denomination ’
3 What region of the country do you consider your home? (Check One)

D Northeast D Southeast D North Central

D Northwest D Southwest D South Central

1 have seen a woman chaplain. (Check One) Dch DNo

1 have been associated with a woman chaplain. (Check One) DYes DNo

C-2




DIRECTIONS: Based on your experience in the Army, consider the following

statements. In the box beside each statement, write the number
of the response that best describes your opinion, using the
scale from 1 to 7.

Strongly Slightly Slightly Strongly

Disagree | Disagree | Disagree | Neutral Agree Agree Agree

1 2 3 4 5 6 7
' J

1. The chaplaincy meets my religious needs.

2. Women should be assigned to combat duty.

Seecsccsescsrentrenssesaee

3. Only men have the temperament necessary to be good Army officers.

4. I would only go to a chaplain of my own faith.

O nd

5. Chaplains should have only duties of a religious nature.

6.. Promotion practices are the same for men and women in the chaplaincy [::]

7. To be a good chaplain, it is necessary to understand the military
way of life.

00 0600000000020 0000000 CCLL0E00ICErtaeEINEIOOIOIOIOIOIPOPOIOTTRIDRILEAETY

8. I believe women should be supervisory chaplains.

esssvescsvasesssescscosons

9. The chaplaincy meets my counseling needs.

10. Women are adequately trained by the Army for the chaplaincy.

11. Vomen are effective supervisdrs.

12. The Army recognizes the importance of the chaplain's role.

13. Chaplains have too many non-religious duties.

Seeacenesescassssecen

OOogooaoag

14. Existing recruitment practices are adequate for the chaplaincy.

c-3




18.

16.

17.
18.

19.

2].

27.

The role of chaplain in the Army is well defined. ................
Women are effective as suﬁervisors in the Army. ..cececesccscenses
Men and women are equally effective counselors. ............. j
Army recruitment materials are effective in recruiting chaplains. ..... j
Everyone knows what the chaplains duties are. ....... cececane cecsens . D
Women chaplains should be assigned to combat duty. ............ vesnsss . D
Women should be chaplains. ........... csssescscssncrcssccnes D
It is 1mp§rtant to have as many denominations as possible represented ‘
at every installation. .......... cecesccssssesnesnane ceecens cesceceses . l:
Women can understand the Army way of Tife. ..ccccececccece.. cesseanns .e D
Women chaplains receive special cons'lderat‘lqns in assignments. ........ [:l
Men and women- chaplains are respected equally. .......... j
Men chaplains receive special consideration in training. ............. . D
Men and women chaplains are assigned the same duties. ...........c..eee [::j]

Strongly Slightly Slightly Strongly
Disagree | Disagree | Disagree | Neutral Agree Agree Agree

1 2 3 4 5 6 7
1 would go to a chaplain for counseling on a personal problem. ......... D
Chaplains should b‘l assigned to combat duty. ....... veesses sescsaccsss . l— |
Chaplains serve as role models in the ArmY. cecececsvencccacccanconne .e D

I feel that denominational balance is a worthwhile goal. .........

Trained lay people could perform the non-religious duties of the
chaplain. LI B B B IR B I R B B B BN B B BE B N NC RN BE NN WY N R N N BN N B NN ) 00 SO0 PSSSOEINSOSEOOSIESTS o e

Assignment practices are the same for men and women in thé chaplaincy.
I would go to a woman chaplain for counseling on a personal problem.

Women chaplains receive special consideration in training. .....cccccene

Hooot o

In the Army, most men prefer to have a male supervisor.

Sassesssasses s
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37.

39.
40.

41.
42.
43.
44,
45.

47.
48.
49.

50.
1.
52.
53.

55.
56.
87.

Strongly Slightly Slightly Strongly
Disagree | Disagree | D.sagree | Neutral Agree Agree Agree

1 2 3 4 5 6 7
I would go to a woman chaplain for spiritual guidance. .......cccco....
I feel the Army should recruit more women as chaplains. ..............
Men make better supervisors than women do. .....ccieeievnncecrcncaanss

Assigning women chaplains to a combat unit would negatively affect
combat readiness.

06 0000090000080 00000006880000000 06006000000 00cs0cnoe LN W

Chaplains are accepted as part of the Army team.
Non denominational religious services would fulfill my religious needs.
Women make better chaplains than men do.
Men chaplains receive special consideration in assignments. ..........

Theirole of the chap]ain is divided between religious and non religious
duties.

eecssovenssace A

Training in the chaplaincy could be improved. ....c.ccccevivecaess veass
Only a chaplain can provide personal counseling. .....cccveeveess veasne
Women deserve special consideration in the Army. .....cccnveceeen ceves
Denominational balance is necessary to fulfill the role of the

chaplaincy.

© 0 000000000092 0008000000009 000¢recoeerssrnstssrescsssnedsenve -

Chaplains are an important part of the Army team. .....ccvceeees ceenes
Women make better supervisors than men do. ......ccvveevveocncns cearans
In the Army, most soldiers prefer to visit a male chaplain. ....... oes
Chaplains deserve special consideration in the Army. ........... ceeeas
Only a trained chaplain can provide religioys fnstruction and spiritual

guidance.

S0P R0 000000000000 000083 08000000000 RGORERSEDRISTOLTS *esecevee e s

Men make better chaplains than women do.
I would attend non denominational religious services.

LN I Y ss00css00s

The chaplains role is entirely religion oriented.
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59.
60.
61.
62.
63.
64.
65.
66.

7.

Strongly Slightly Slightly Strongly
Disagree | Disagree | Disagree | Neutral Aaree Agree Agree
1 2 3 4 5 6 7

I believe Equal Employment Opportunity (EEO) goals are necessary in
the chaplaincy.

s00cssnseen 06 0000000000000 0¢R000000000000000r0000s000

A1l in all, I am satisfied with my job. ..... Cesecesecassasscceransree
Supervisory chaplains require specialized training. .....c.cccceeeee..
Army life is what I expected it to be. ...icvvveereecvennnceconcecanns
My immediate supervisor treats me fairly. ...... teesccssasrcnceccas

Factors affecting retention are recognized as important by the Army.
Chaplaincy promotion practices are fair:. .iceceecervecences. ceccescsas
Organizational effectiveness training is beneficial to the chaplaincy.
Career counseling 1s readily available t0 ME. .cccvcereereccorcacccennnn
Army recruitment methods are effective in recruiting women. ..........
Denominational balance should be a consideration in assignment decisions
1 feel 1 am a part of the Army team.
Opportunity for advancement is an important consideration in my career.

Training required to prepare men and women for the chaplaincy is the

sam- (R R A R A R R N A N NN R N NN Y EE R NE N RN NN NI NN LI RN ]

Women are effective supervisors.

e ssssvecsncscsssnesce 000 esnccsssnccces

Chaplaincy assignment policies are fair.

Training opportunities are readily available to me. ...ccecececveancas
I have alternative career paths available to me.
I would be willing to reci'uit for the Army. , .ccceveenees sesecssnssanes
Denominational balance 1s a fair policy. )
I believe Equal Employment Opportunity goals are fair. .......ccieeeee

I am an 1mp6'rtant part of the chaplaincy.

Being an Army chaplain 1s a rewarding career for a religious
professional.

960000008000 00000000800 00000 I RN RN NWE RN NN RN NN tSecsssnsese
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9.
96.
97.
98.

]00.
101.
102.

Strongly Slightly Slightly Strongly
Disagree | Disagree | Disagree | Neutral Agree Agree Agree
1 2 3 4 5 6 7
The role of the supervisory chaplain is more administrative than
religious. .............. cecvane ceseces U ceeeccennns . D

The Army creates a positive professional environment in the chaplaincy. [::]
Chaplaincy assignment practices are fair. ......ccccecviecececcccncces .o [::]
Promotion policies in the chaplaincy need to be changed. .............

Training opportunities are available to women seeking to become
supervisory chaplains. ...cc.cceciiiicennncnnncss veesens cecessesancans

The Professional Development Plan is helpful in pursuing career goals..
Army recruitment materials could be impioved. ........ ceesssecsssesana
Denominational balance should be a consideration in promotion decisions.

My job 1s personally satisfying.

.
L}
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.
.

I am fulfilling my expected role as a religious professional. ....... .

The chaplaincy can achieve Equal Employment Opportunity goals within
the existing organizational and policy framework. .....cc.ceccceeerens

The chaplaincy recognizes and rewards superijor performance. ........ .
Assignments within the chaplaincy are made without regard to sex. ....

Promotion practices within the chéplaincy are consistenf with
expressed Policies. ....cccececccnsianiiicrocccctcncsitenicrastonasnnns

The Army encourages me to improve my job skills through training. ....

I have opportunities for advancement within the chaplaincy. ..........
Chaplains should be recruited directly from the seminaries. ..........
The policy of denominational balance needs to be changed. ............
1 have alternative career opportunities in the Army. ........ secosnaas
Promotion procedures need to be changed. .............. ceesescecscnane

Women chaplains receive special consideration in promotions. .........

DOO0Oaoon gog dododo o

Men chaplains receive special consideration in promotions. ...........
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Strongly Slightly Slightly Strongly
Disagree | Disagree | Disagree | Neutral Agree Agree Agree
1 2 3 4 5 6 7

103. [ would recommend the chaplaincy to other religious professionals. .. D
104. Recruitment practices could be made more effective. .........ccecenne D
105. I have alternative career paths within the chaplaincy. .....cc.... D
106. Assignment procedures need to be changed. ........ cecasecsesancns D
107. Promotions within the chaplaincy are made without regard to sex. .... |]
108. The chaplaincy should make organizational changes to further Equal

Employment. Opportunity.goals. ..ccecevectecnasnne cesecsee essesscses D
109. I contribute to the Army team. ........ D
7110. I feel my job is professionally rewarding. .......... cescanca [:]
111. Assignment policies need to be changed. ..... svescescsccsscrcsnns cees C
112. The Professional Development Plan should be revised. ............ D
113. I intend to stay in the Army as a career. ....... D
114, Assignment practices within the chaplaincy are consistent with

expressed policies. ............. cesessssascns ceveanas D
115. Chaplaincy promotion policies are fair. ........ ceeeeeee ceeeasencane . D
116. I can better fulfill my career goals outside the Army.' cenensee 13
7. 1 was.recruited by the Army. ..ccveceeee ceestescnane creenoa ceescnens . D
118. I am adéquately trained to be a chaplain. ....ccceceecenanes ceevernee l:
119. My religion is the most important thing in my T1£e. .eeeeveveeoveenss
120. Being a chaplain 1s what I expected. ............ vecsesesssssnssasanes
121. 1 sought out the Ar.'uw'to explore opportunities in the chaplaincy. ... D
122. To become a.good chaplain requires specialized training in addition to

religious training. ....civeiiiiniiniinnenninnnnenes resens ceesanns
123. From a professional viewpoint, being a chaplain is very different from

serving my religion outside the military. .....ccieiieevecnccnceceaee ]
124. 1 am fulfilling my expected role as a chaplain. ....ecevvvececenccacs D
125. The AMMY NEBAS MR. ..eeeveenerrenceereunneeessnesesennseeeeseneeene L]
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DIRECTIONS: Please read the following list of duties which may be performed
by a chaplain. Reflecting on your own experience, indicate in Column 1 the
percentage of your time that is actually spent in each activity, and in

Column 2 the percentage of time that would be spent by a chaplain under ideal
circumstances. Use the lines at the bottom to add activities not listed that
are, or should be, a chaplain's responsibility. Each column should total 100%.

1 2
Actual Activity Ideal
Spiritual guidance -
Religious Instruction _
Counseling

Preparing, giving sermons
Social functions

Officiating at religious functions (e.g.,
wedding, funeral)

Clerical duties
Supervising staff
Public relations

Administrative paperwork (e.g., record
keeping, report writing)

Required attendance at military functions
not specifically related to chaplaincy

Career development (e.g., training)

TR T

Meetings

- —— —a
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INTERVIEW QUESTIONS

Chaplains
Supervisory Chaplains
Staff

RECRUITMENT
How were you recruited into the Army Chaplaincy?

Which recruitment methods and materials had the greatest influence
on your decision to join the Army{

How would you improve recruitment methods and materials to {ncrease
recruitment of women Chaplains?

RETENTION FACTORS
What are the primary duties of a Chaplain?

How do you spend your time?

What could be done to enhance the role of the Army Chaplain?

Are there discrepancies between what you expected your job to
be and what it actually {s?

What {s the difference?

What causes the discrepancy?

What duties that are presently your responsibility could be assigned
to a trained lay person?

c-10
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RETENTION FACTORS

What are the most rewérding aspects of your job?

What are the most frustrating aspects of your job?

What is your career goal in the Amy?

How 1{s the Army helping you reach your goal?

Which policies and practices work for you?

Which policies and practices work against you?

Why are there only ten women Chaplains?

PROMOTIONAL MATERIALS

What factors led you to choose a career in religion?

What factors influenced your decision to serve in the Chaplaingy?

What areas should promotional materials highlight to interest women
in the Chaplaincy?

PROVIDE INFORMATION ON MILITARY SERVICE

Before joining the Army, what information were you given regarding
requirements, duties, expectations, and exigencies of military life?

How did this information help you in adjusting to Army 1ife?

c-n
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(women
only)

Was information adequate to prepare you for Chaplaincy?

PROVIDE INFORMATION ON MILITARY SERVICE

" For someone in religious training, what information i{s needed to

responsibly make the decision whether to join the Chaplaincy?

What information is required to ensure success of the prospective
Chaplain?

What would you tell someone to give them an understanding of the nature
of military life?

What is the relationship between understanding military life and
success as a Chaplain?

CAREER. MANAGEMENT

What policies does the Army or the Chaplaincy have regarding career
management?

How have these policies affected your career?

What is the general attitude toward women in the Chaplaincy?

How have you been received in the Chaplain's role?

What factors have facilitated acceptance of women Chaplains?

What 1s the Army's attitude toward women Chaplains?

How is the attitude manifested in actions, policies, procedures?

C-~12
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Do you perceive any difference in the treatment of Chaplains due to
o Denomination?
0 Sex?
o Race?

Do you perceive any difference in the acceptance of Chaplains based
on

o Denomination?
0 Sex?
o Race?

RETENTION FACTORS

What circumstances would cause you to leave the Army or Chaplaincy?

What are the incentives for you to stay?

ASS IGNMENT
What are assignment policies and procedures in the Chaplaincy?

How do they differ from practices?
How do assignment practices affect your career development?

How would you change assignment policies/procedures?




r-''''''''---'----'---------—---————-—----—-—j

DENOMINATIONAL BALANCE
What is Chaplaincy policy regarding denominational balance?

What are the pros and cons of this policy?

What do you see as alternatives to denominational balance?

-

How could the role of the Chaplain be redefined to facilitate
recruitment/retention of women and eliminate denominational i
balance requirements? 1

JRAINING

Describe your background and the type of training you received in
preparation for the Chaplaincy.

What training is of the greatest benefit to you in your Chaplain's role? . b:‘
Is training the same for men and women?
Are there training needs specific to women Chaplains?

What specific program of training would you recommend to women joining ;
the Chaplaincy? . ,

How would you improve training in the Army/Chaplaincy?

In what skill areas are additional training courses needed?

Are there areas of responsibility in which women Chaplains could i
not function as effectively as men? What Areas? o -

C-14




ISSUES i

What issues have surfaced as a result of introducing women into the
Chaplaincy?

What is currently being done to facilitate the successful assimilation !
and acceptance of women Chaplains?

PROFESSIONAL DEVELOPMENT PLAN (PDP) 1
How has the PDP affected your career?

What are the professional development needs of women Chaplains?

What changes need to be made in the POP to meet the special needs
of women Chaplains?

“UNDERSTANDING MILITARY SYSTEM"

How do you interpret the phrase "lack of understanding of the
military system"?

What are manifestations of a "lack of understanding of the military
system"?

How does an understanding of the military system relate to your
role as a Chaplain?

SUPERVISORY CHAPLAIN
What are the duties of a Supervisory Chaplaint?

How and on what basis are Supervisory Chaplains selected?

c-15




Do you aspire to be Supervisory Chaplain?
What skills are needed to be effective in this role?

Are there training opportunities available to you to develop and
enhance your supervisory skills?

What do you see as your career path?
What alternative career paths are open to you?

Why are no women Supervisory Chaplains?

ed
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10.

INTERVIEW PROTOCOL FOR ENDORSING AGENTS

What role does endorsing agent take in making possible candidates
(e.g. seminary students, pastors) aware of Chaplaincy as an option
for ministry?
With whom does this responsibility rest?
What is the role of the endorsing agent
In recruitment of chaplains
In supervision of chaplains
. In monitoring chaplains perftormance/progress
What are your standards for endorsement?
How are standards set?
Do same standards apply to men and women?
How frequently are standards reviewed?

What criteria are used in selecting best qualified candidates to serve
as chaplains?

How are these criteria established? By whom?

What is the philosophy/rationale for requiring (not requiring) parish
experience for endorsement as a chaplain?

Under what circumstances would endorsement be withdrawn from a chaplain?

What recommendations would you make for improving recruitment/training/
retention of chaplains?

What recommendations would you make for increasing the numbers of
women chaplains?

What can the Chaplaincy do to facilitate the role of the endorsing agencies?

What can endorsing agencies do to facilitate the role of the Chaplaincy?

ey
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SEMINARY SURVEY ;

The following 1ist of questions are of great interest to us for
this study. Please address all that you have time to do. We would

appreciate your responses.

1. What are sources for recruitment of women chaplains?
2. How do seminaries recruit women candidates?

3. What are the public relations/promotional materials used
by the seminary?

4. What are career alternatives of seminary graduates?

S. What services are available for career guidance and
placement?

. 6. What are policies regarding women candidates? !
7. What are student attitudes regarding women candidates?
8. What is the attrition rate of male versus female students?

9. What number of graduates go into chaplaincy? (If possible,
break down by sex.) 4

10. How readily available is information on the Army chaplaincy?
11. What are the typical duties for which students prepare?

12. What 1s a typical course curriculum?

13. What is done to facilitate assimilation of women students?

14. What would you recommend Army do $0 encourage recruitment
of women into chaplaincy?
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